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ABSTRACT
Although investment in IT is growing rapidly, a number o f studies have shown that the 
full benefits o f this technology are not realised. One explanation is that these benefits 
exist, but have not been correctly measured. The other explanation is that they have not 
been achieved because o f lack o f management attention. Experience and common sense 
supports the latter assumption. Hence, the aim o f this research is to develop and to trial a 
method which assists in the realisation of the benefits of a particularly problematic 
lecluiology, executive information systems (EIS).
The proposed method introduces the concept o f generic benefits models into previous 
research on IT benefits management. This construct improves existing methods of 
benefits management in three respects. First, it employs reuse of benefits models in order 
to speed their development. Secondly, it allows these methods to be employed at any 
stage o f a project, not Just at the outset, in order to extract benefits. Thirdly, it provides a 
conceptual object which seiwes as the focus o f organisational learning.
The major focus o f the research is on the development o f generic benefits models o f EIS. 
This requires an understanding of the role which information plays in executive work and 
how EIS teclniology may affect the mamier in which executives use information. 
Unfortunately, the literature on executive work does not make this clear. Moreover, it 
seems that there is no agreed definition o f EIS. As a result, it is necessary to create 
different generic models for different theories of executive work and different forms of 
EIS.
The methodological approach adopted is pragmatism, in particular the experiinentalism 
proposed by Jolm Dewey and implemented by Donald Schon. The justification for this is 
that the primary objective o f the study is to demonstrate the utility of the proposed 
method rather than its ability to explain, predict, or provide insight.
The study includes six experiments conducted within the office of the Malaysian Prime 
Minister. Different types o f EIS, with different degrees of benefits already realised, and at 
different stages o f development are the subjects of these experiments. The results largely
affimi the proposed method, but they do suggest some refinement o f the original benefits 
models. They also indicate simplification of the models is possible. In addition the 
executives who participated in these experiments favour the proposed method. However, 
the IS practitioners in the organisation are less enthusiastic. The study proposes a 
solution to this problem which includes both changes to organisational structure and to 
the education o f IS practitioners.
The research also produced a number o f supplementary findings. It reaffirmed the 
findings o f M intzberg’s study o f executive work. It demonstrated once again that 
executives rarely use EIS directly and that they mostly depended on subordinates to 
access information. When executives do employ EIS themselves, they are more likely to 
use it to enhance their learning than to support decision-making.
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CHAPTER 1:
BENEFITS MANAGEMENT
1.1 Introduction
Information teclniology (IT) investment is highly visible in modern organisations. The 
investment has been great both in developed and developing economies. Roach (1987) 
has pointed out that IT often accounts for a quarter or more of a firm’s capital stock. 
Esther and Brooke (1995) have reported that in the United States IT outlay represented 
2.7% o f corporate revenue. In the United Kingdom IT expenditure exceeded £10 billion, 
approximately 1.2% of firms’ annual turnover, increasing in 1993 to more than £12 
billion, approximately 1.5% of turnover (Willcocks, 1994). In Japan IT investment in 
1990 was 7.5% of total investment (Kiaemer and Dedrick, 1994). For less developed 
countries IT investment has also been substantial. IT investment in Malaysia was 2.7% of 
all total investment in 1990 with an average growth o f 10.8% from 1983 to 1990 
(ICiaemer and Dedrick, 1994). In Thailand IT investment was 1.52% of all total 
investment in 1990 and the average growth in expenditure from 1983 to 1990 was 25% 
(Kiaemer and Dedrick, 1994).
With these large and growing investments, IT should provide many benefits to 
organisations. Generally, IT benefits should take the form of increased productivity, 
improved decision-making and increased competitive advantage. Improving productivity 
has always been an important justification for IT. Economists define productivity growth as 
getting more output from a given level of inputs. A ceteris paribus increase in the value of 
output arising from an incremental increase in IT defines the productivity of IT capital 
(Loveman, 1994). Improving productivity allows for increased profits by means of greater 
volumes or reduced costs. Hence, productivity growth is a constant concern of firms and 
many non-profit organisations as well.
Decision-makers need information in order to identify problems as quickly as possible and 
to understand the context o f these problems. They need to be able to search for solutions 
and to evaluate the alternatives identified. IT may make available a larger volume of data
1
which is pertinent, more timely, and less prone to error than earlier administrative systems. 
Management information systems, decision support systems, and executive information 
systems are several means o f using IT to assist decision-makers in government and in 
industiy.
Competitive advantage arises from distinctive capabilities or strategic assets belonging to a 
firm. These features allow a firm which possesses them to add and to appropriate more 
value than is usual in their industry (Kay, 1993). IT may help a firm to create global 
markets for its goods or implement radical production strategies such as mass customisation 
(Pine, 1993). On the other hand IT may lead companies to create electronic markets for 
their goods, a strategic asset (Malone, Yates and Benjamin, 1994), which makes it difficult 
for their customers to purchase from competitors.
1.2 Problems of IT Investment
Few of these benefits seem to have been realised despite the large investment in IT. In 
fact there is still considerable uncertainty, even concern, about the impact o f IT on 
organisations. Research shows that productivity gains in the aggregate economy 
attributable to IT have been limited. There are only a few studies which show that IT does 
have a positive impact on productivity. Biynjolfsson and Hitt (1993) have found a return 
on investment o f 54.2% for computer investments, compared to 4.1% for all other 
investments. They have studied 380 o f the 500 largest US companies from 1987 to 1991. 
Bresnahan (1986), in studying the gains from the use of IT in the financial sector from 
1958 to 1972, has concluded that the gain to consumers was five or more times the 
expenditures spent by the financial firms on computer rentals. However, these studies are 
exceptions.
In the US productivity growth slowed in the 1970s and 1980s compared to the earlier 
post-war years even though IT investment grew largely (Baily, 1986). Roach (1989) has 
concluded that in spite o f owning over 80% o f America’s information technology, the 
productivity performance of the service sector is “abysmal” . Similarly, Baily and 
Chakrabarti (1988) who have studied the relationship between white-collar productivity 
and IT investment, as part of their inquiry into low productivity growth, have (bund no
evidence that IT significantly affects productivity growth. Loveman (1994) has examined 
the impact o f IT on manufacturing productivity both in North America and Europe using 
data for the period 1978-1984. He has identified no significant effect. His results have 
indicated that the marginal dollar would best have been spent in other ways.
In the area o f decision making there are a few cases where IT has been successful. For 
example, studies by Leidner (1996) and Leidner and Elam (1995) have shown how 
executive information systems have increased the speed of decision making and the 
widening o f  analysis. However, there are many decision support systems, which have not 
achieved their goals. One example is the Computerised Rural Information Systems 
Project in India (Griffiths and Willcocks, 1995). The Indian government built the system 
to assist in the administration o f the allocation o f resources to the rural poor. However, 
local administrators have never fully utilised it. Consequently, it is now seen as a large- 
scale failure.
Stories o f companies which gained an advantage from prudent IT investment abound on 
MBA courses. Otis Elevator (ITarvard Business School, 1985), Frito-Lay (Harvard 
Business School, 1988), Benetton (Harvard Business School, 1987), - these are some of 
the names to those familiar with this literature. A more wide-ranging investigation reveals 
a less rosy picture.
Copeland’s and M cKenney’s (1988) history o f customer reservation systems within the 
American civil aviation industry is an example. They have found that the airlines that 
were first to offer electronic markets did not gain advantage automatically. Rather the 
success o f American and United Airlines depended on gaining market share rapidly, 
having strong technical expertise, and intelligent persistence. Clemons’ (1991), in his 
study o f the American pharmaceutical company McKesson has suggested that a more 
likely fate is that any benefits of an electronic market will be competed away in a price 
war which ensues. Clemons has concluded that the rewards o f IT are, at least, as difficult 
to sustain as more traditional innovations. Vitale (1986) has put this view provocatively 
when he writes that the greater risk is not that the enthusiastic employment of IT will fail, 
but that it will succeed.
Ill fact the reality seems to be that many IT projects fail. Estimates o f low IS success 
rates are plentiful in the literature. Lytimien and Hirschheim (1987) have estimated that as 
many as 50% of IS projects end in failure. Willcocks and Lester (1993) have judged that 
IS success rates are no more than 30% - 40%. Remenyi and Schambreel (1997) have 
referred to a BBC documentary which concluded that abandoned IT projects in British 
government had cost the tax payers £5 billion between 1982 and 1994. Similarly, 
Griffiths and Willcocks (1995,p. 103) have written, “ Most major IT projects collapse after 
a considerable waste o f resources, effort and misdirected funding.”
It is little wonder that senior managers are increasingly seeking evidence that IS can 
contribute to the success o f the business. Grindley (1991) has pointed to the frustrations 
o f Sir Denys Henderson, former Chairman of ICI, who has written “I still worry 
enormously, both about the amount we spent on IT and the increasing difficulty of 
justifying that expense in terms o f the bottom line.” However, Strassman (1990) has 
demonstrated that there is no simple correlation between an investment in IT and an 
organisation’s financial performance. Direct correlation is difficult to find because in 
most cases IT is not a single, independent variable capable of directly affecting a firm’s 
profitability. IT investments may contribute to such profitability, but they interact with 
the other factors as Strassman has written:
The influence of computers on organisational behaviour and financial 
performance involves more aspects of a firm’s well being than any other 
technology, but that effect is indirect and subtle. Opinions on simple profit ratios 
composed of only a few variables do not yield useful insights into how to 
manage information technology resources for greater profitability. Financial 
analysts’ attempts to evaluate and control computer expenditures by means of a 
few simple ratios cannot succeed. (Strassman, 1990,p.54).
Therefore, IT may be useful to organisations, but it is very difficult to isolate its impact 
from that o f other effects.
1.3 Possible explanations
Researchers have proposed several possible reasons for this IT performance paradox, for 
example Baily and Chakrabarti (1988), Brynjolfsson (1993), and Loveman (1994). 
These researchers believe that IT does have significant impacts on organisations, however 
these benefits are not observed due to the following reasons:
i. inadequate data
ii. time lag
iii. data restricted temporally to recessionary periods
iv. data restricted to developed countries
V. lack o f  measurement tools especially for intangible benefits
vi. redistribution o f benefit
vii. mismanagement.
Loveman (1994) has argued that the sample used in his study is not representative in that 
it only includes manufacturing firms and ignores industries such as financial services, for 
which there may have been substantial returns. He has quoted Roach (1987), who states 
that less than 20% of the US IT capital stock resides in manufacturing. Most of it is in 
sectors such as finance, communications, insurance and service. Hence, Loveman has 
emphasised that the negative result in manufacturing should not be generalised. However, 
his argument is unacceptable as there is no reason why IT should have little influence in 
manufacturing. Manufacturing does have administrative components which should be 
affected by IT.
There is no evidence that IT improves productivity growth in other sectors. Strassman 
(1990) has found that there was no correlation between IT and return on investment in a 
sample o f 38 service sector firms. He has concluded that there is no relation between 
spending for computers, profits and productivity. Roach (1989) has given similar findings 
on his research o f white-collar productivity. Brynjolfsson (1993) has cited studies done 
in the financial sector by Parsons, Gottlieb and Denny (1990) and another by Frankc
(1987) which show that the impact of IT on productivity was quite low.
Brynjolfsson (1993) has argued that new technologies require learning and organisational 
changes in order to achieve potential benefits. Therefore, there is likely to be a lag 
between the time o f investment and the time that benefits show up in productivity gains 
while organisations learn to manage IT and make necessary adjustments in management 
practices and incentives. This suggests that what is needed is a longer time frame. 
However, most o f the study periods were more than five years. These are reasonably long 
and some productivity gains should surely have shown up.
Loveman (1994) has argued that the negative result of IT use in his study reflects a 
recessionary period. Although the reasons may be true to a certain extent, it however does 
not explain why IT productivity is still a question after the study period.
Roach (1989) and Loveman (1994), have both used statistics from the US Departments of 
Labour and o f Commerce. Hochstrasser and Griffiths (1991) have used statistics from the 
UK. The suggestion is that if  data were to be taken from other countries, some 
productivity growth might be observed. However, it seems more plausible that developed 
countries would be more effective at using IT than developing ones. There are many cases 
which tell the same negative stories from the developing countries. One such example is 
the Computerised Rural Information Systems Project in India (Griffiths and Willcocks, 
1995) mentioned earlier. In South Africa Remenyi (1996) has written that nearly 30% of 
IS projects are abandoned before completion and 10% of IS developed were not ever 
used.
Baily and Chakrabarti (1988), Brynjolffson (1993), McKccn and Smith (1993) and 
Loveman (1994) have lamented the lack of appropriate research tools. They have argued 
that intangible benefits such as improved quality o f products, services or decisions are not 
captured. Brynjolffson (1993) has claimed that productivity measures fail to account for 
gains such as better product quality and variety or the availability o f new services. He has 
cited, “the types o f benefits managers attribute to IT - increased quality, variety, customer 
service, speed and responsiveness - are precisely the aspects of output measurement that 
are poorly accounted for in productivity statistics” (Brynjolffson, 1993,p.74). Looking 
into office productivity Panko (1991) has argued that productivity is difficult to measure
in general. Hence, it is not possible to prove that productivity has not been increased with 
IT investment. Furthermore, part of the value of IT is that it allows businesses to be more 
flexible and to imiovate, rather than just reducing costs or increasing output. Financial 
methods based only on quantitative data are inappropriate for treating benefits which are 
less tangible. Intangible benefits may be extensive but unmeasurable.
Another possible reason is that IT might just redistribute the output, not increasing it, 
benefiting individual firms, but not the economy as a whole. Here, Baily and Chalaabarti
(1988) have written that IT is used as a marketing tool to redistribute among competitors 
a fixed level o f output. Hence, there will only be private gains, but as a whole there will 
be none. Similarly, Brynjolffson has argued that firms invest in IT to gain competitive 
advantage or to meet competitive standards, but that investment does not increase overall 
output, d e m o n ’s (1991) study o f McKesson has concluded that the creation of an 
electronic market has reduced its costs, but the benefits have been competed away. As a 
result M cKesson’s competitive position is unchanged.
These six explanations assume that IT benefits exist but are currently invisible. Taking 
these explanations, if there were better data or if the study period were longer or if there 
were appropriate measures, then we would be able to observe benefits. However, the 
seventh explanation for the paradox argues that IT benefits have not occurred because of 
mismanagement. Jurison (1994,p.248) has stated, “IT benefits depend to a large degree 
not on the size o f the investment, but on management effectiveness in converting the 
investment into business results.” Strassman (1990) has firmly suggested that the business 
value o f computers comes from the people who manage and use them. Both Loveman 
and Brynjolffson have argued that the absence o f significant productivity growth 
associated with IT is due largely to management. Managers educated in an earlier era do 
not understand how to build organisations that effectively integrate IT with business 
strategy, human resource management and efficient resource allocation. They cannot 
capture the productivity gains because they do not reduce other expenses that IT 
facilitates. This is because benefits o f IS are not identified and or managed. Their 
argument is that, if  the IT investment is not managed with specific benefits in mind, then 
no benefit will be realised. Organisations will obtain the benefit of IT only when there is
a formal procedure in place lo manage them. Some authors have proposed methods of 
benefits management to address this problem.
1.4 Importance of Benefits Management
Benefits management approaches advocate the need to identify the expected benefits of 
any IT investment to stakeholders from the beginning of the project. They seek to ensure 
that stakeholders lake responsibility for the realisation of these benefits and that at the end 
o f the project they are held accountable for the achievement of these benefits. These 
methods seek to eliminate the confusion surrounding the success or failure of an IT 
investment. Unfortunately, many organisations employ no formal procedures for 
managing benefits. For example, a survey by Price Waterhouse, an international 
management consultancy has indicated that 50% of organisations surveyed had no 
system o f benefits management.
With increasing expenditure on IT investments and the low success rates of their 
implementation, it is strongly fell that there is a need for the management of IT benefits. 
The value in studying the process, as Farbey et al (1993,p .10) have written, “ is not just 
being able to say yes or no with greater discrimination,” but it provides the driving force 
for successful implementation. They have argued that without an evaluation of the 
benefits a new system should yield, it is not possible to reap the benefits. They have 
stated, “A lack o f awareness o f different types and levels of benefit can lead to an 
incomplete realisation o f the full, potential benefit o f a system” (p.24). Similarly, Lincoln 
(1990,p.325) has written, “Unless a deliberate and systematic effort is made to plan and 
manage benefit achievement these wishes are likely to remain unfulfilled.” Symons 
(1994,p.253) has concluded; “Successful utilisation is by no means automatic. Appraisal 
o f costs and benefits is necessaiy if  value for money is to be obtained from existing 
information systems and plans made for future applications.” Norris (1996) has cited a 
survey conducted for the Institute o f Chartered Accountants on the most common causes 
of project failure. Among the top ten causes of failure the survey found that vague 
statement of benefits, leading to an uncertain allocation of responsibility for managing 
their delivery is the number one cause of failure. Bacon (1992) has proposed that more 
accurate quantification o f costs and benefits and more informed IT investment decisions
are more likely to occur where there is effective benefit-tracking. His findings summarise 
the practice and experience o f 80 companies which participated in his survey .
Remenyi et aL {\99 \)  have given the risk factor in IT investments as one o f the major 
reasons for the necessity to focus on benefits management. There are a number of 
dimensions to IT risk. These include structure o f project, size of project, organisation’s 
failure record, as well as novelty of technology and project. Ward and Murray (1997) 
have suggested that the biggest risk in an IT project is that the system will not deliver the 
desired benefits.
B ladder and Brown (1988) have written that the pervasiveness of the technology and the 
growing realisation that successful use is not automatic may lead to an increased 
awareness o f the importance o f a systematic evaluation o f IT applications. Benefits o f  IT  
do not manage themselves, they have to be actively managed. Thus, one needs a method 
to manage the delivery o f benefits, to ensure that promises are fulfilled and that variances 
are tracked throughout the life o f the investment (Leyton, 1995).
1.5 Absence of Benefits M anagem ent
Even though many authors have argued that benefits management is necessary in 
increasing the probability o f success for IS projects, it is often ignored or carried out 
inefficiently or ineffectively. From a survey o f fifty UK organisations. Ward and Taylor 
have concluded:
Very few organisations use a benefits management process to complement their 
systems development, project management and investment appraisal processes.
In most cases, all that exists is some set of techniques to examine potential 
benefits, sufficient for an investment justification to be produced and perhaps a 
review process after the project is complete to determine whether or not benefits 
were achieved (1995,p.6).
Farbey et al (1993, preface) have quoted Wilson who has written, “We cost justify new 
systems on the basis o f lies, and having justified them on the basis of lies and 
overstatement, we then don’t measure the true business value.” Much o f it is done so as
lo get an approval to go ahead, as Powell (1992,p.40) has written; “IT justification is a 
ritual o f legitimacy not an attempt at really assessing benefit.” Organisations rarely 
emphasise the delivery o f benefits. G ailiers has written that organisations seldom 
identify benefits systematically; “It is often the case that there is an absence o f agreement 
as to what the IT investment is actually supposed to achieve in business terms, let alone 
adequate procedures by which such benefits may be identified and or measured.” 
(Galtiers, 1995, p. 6).
It is normally assumed that the claimed benefits will flow as plamied for the duly 
implemented systems. To this effect Remenyi et a l  (1991,p.33) have written; “There 
seems to be an implied assumption that benefits are passively produced although costs are 
actively controlled.”
Farbey et al. (1992) have observed that only 50% of projects which they examined were 
subject to formal pre-investment appraisal. In less than half the cases, a recognised 
financial analysis technique used, and in barely 30% was the outcome o f the investment 
evaluated. Leyton (1995) has cited a Price Waterhouse survey in 1992 which revealed that 
almost 50% of organisations in their survey had no system o f evaluating their IT 
investments. Hoschstrasser and Griffiths (1991) have found that 84% of companies 
invest in IT without using systematic methods to calculate either the costs or benefits of 
the investments. Willcocks and Lester (1996) have found that from 50 companies which 
they have investigated, only 66% completed their evaluation at all stages of the system 
life cycle. Hares and Roy le (1994) have found that 60% of managers in the UK decide to 
invest in computer systems on a “gut feel” basis, with the view that these investments arc 
good and it is the way the world is going. Looking at the whole lifecycle of benefits 
management, the situation is even worse. A suiwey of 60 IT managers in UK private 
companies (Ward et a i, 1996) found that only 5% of the companies had any kind of 
rigorous or formal practice o f benefits management. 86% of the respondents to this survey 
said that it was not possible lo anticipate benefits. The main reason that the benefits are 
identified and quantified is to gain project approval. However, once this “hurdle” has been 
overcome, no one pays further attention to benefits, and they expend effort on technical 
implementation (Murray and Dhillon, 1997).
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Remenyi et al. (1991), B ladder and Brown (1988), Willcocks and Lester (1993) have 
suggested some reasons for this lack o f IT benefits management. These reasons are:
i. the users are not sufficiently involved in project
ii. the IS group moves to another project
iii. the benefits will take care o f themselves
iv. the system takes too long to develop
V. the managers consider benefits management problematic
vi. the investment in IT is necessary
vii. the low costs and low risks projects do not merit such techniques
viii. the working system is sufficient.
Remenyi et al. (1991) have suggested that benefits management is not actively pursued 
because control o f the project is invariably handed over to users too busy or not 
sufficiently involved with the project to ensure that the benefits are actually delivered. 
There is, however, little evidence to suggest that users are allowed to manage projects.
Completed projects seldom have a final appraisal since the IS group moves to a new 
project. Parker et a.l (1988? have attributed this attitude to an urgency to get on with the 
job. The finished project will only attract attention when there are problems with it 
(Remenyi et al. 1991).
B ladder and Brown (1988) have made another observation. They have noted that the 
characteristics o f policy initiatives in the United Kingdom have been based on 
assumptions that the use o f these technologies will automatically lead to benefits foi- 
organisations. Such an approach canies with it the implication that careful appraisal and 
evaluation o f impacts is not essential. The evidence suggests this assumption is 
insupportable.
B ladder and Brown (1988), have also suggested that organisations probably do not 
undertake post project evaluation due to the lengthy period of the system development.
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New issues may demand their attention by then. An organisation's lack o f appropriate 
disciplines o f monitoring IT projects may exarcebate this (Parker et al. 1988).
Many organisations also do not perform benefits management as it is both conceptually 
and operationally difficult (Willcocks and Lester, 1993). Moreover, the methods available 
may not be completely adequate in all situations ( Farbey et al. 1993). Many 
organisations also feel investment appraisal has proved to be more problematic for IT 
than for many other types of investments (Hares and Royle, 1994). The intangible 
benefits o f IT are difficult to identify, measure and value. It is also hard to put boundaries 
around IT projects (Hares and Royle, 1994; Farbey et a l,  1993) as IT often influences 
many areas o f a business. It is not easy to allocate costs and hence the net benefits. The 
cross functional impacts and interactions can be difficult to anticipate or predict, making 
appraisal ambiguous. King and Schrems (1978) have written on the problems of 
accurately estimating benefits from proposed systems in multi-user environments and the 
perplexities o f intangible benefits. They have also highlighted the problems of 
performing cost benefit analysis in public agencies showing that the special 
characteristics of the public sector tend to magnify the problems inherent in cosl-benefit 
analysis. Many organisations which make use o f benefits management do not feel 
satisfied with the methods they use. The processes may not reveal the “softer” benefits 
and the impact which the system may have. In their suiwey Ward et al. (1996) have found 
that 60% o f their respondents believe that their current project justification process fails to 
identify all available benefits. 47% have admitted that their current process actually 
overstated the benefits in order to get approval.
Hares and Royle (1994) and Remenyi et al. (1991) have also suggested that some 
organisations do not feel the need for any pre project evaluation since the computer 
system is a prerequisite for doing business, a strategic necessity (Clemons, 1991). Many 
of these organisations have argued that IT is clearly a basic requirement for business that 
it is unnecessary to perform regular benefit analysis. They have given the examples of 
accounting and payroll systems and airline booking systems as competitive necessities. 
Powell has observed, “computerisation is seen in some instances as obligatory or 
strategic. ‘Strategic’ is the new defensive avoidance term ....Anything labelled as strategic
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bypasses the normal review process” (Powell, 1992,p. 37). However, even for “must 
have systems”, it is important to identify the potential beneficiaries and the risks 
involved (Farbey et al., 1993).
Low cost and low risk projects are also sometimes a barrier to proper IT investment 
appraisal (Hares and Roy le, 1994). The introduction of small application packages such as 
word processing or spreadsheets may not make organisations feel the need to justify and 
to monitor their impact.
Symons (1993), focusing on post-implementation evaluation, has suggested that the 
evaluation is rarely canied out as there is, “the feeling that a working system is sufficient 
reward in itse lf’ (p.51). Post-project evaluation is thought to be unproductive and there is 
the risk that it might reveal non-cost effective results.
These arguments may be reasons for not undertaking benefits management, but they are 
not a justification. To Hares and Roy le (1994) they indicate “a sorry stale of affairs” both 
in the techniques o f valuation and in the attitude o f managers. They have written; “It is 
probable that the attitude aspect is in large measure the result o f the absence of adequate 
techniques for full project valuation. Inadequate investment appraisal techniques have 
been the cause and the effect has been management cynicism” (p.24). They, therefore, 
have claimed that the major cause o f all the current problems with IS project assessment 
is the absence o f a comprehensive method o f investment appraisal and justification.
1.6 What is benefits management?
Ward et at. (1995) have defined benefits management as “the process o f organising and 
managing such that potential benefits arising from the use o f IT are actually realised”. In 
other words benefits management involves the complete process i.e. the procedure by 
which the benefits from potential investment are identified, realised in practice during the 
project, and evaluated after implementation to determine whether the objectives that have 
been set out in the beginning have been met. It is more than a one-off evaluation exercise. 
The benefits management approach recognises that pre and post project evaluations alone 
are not sufficient. Ward et al. have written:
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Although improved investment appraisal techniques are likely to improve the 
decision making process for IS/IT investments, on their own they are unlikely to 
ensure that the benefits claimed for those investments are realised. Post­
implementation evaluations, if focused on benefits delivery issues, could enable 
better judgement of the potential benefits which are actually achievable within an 
organisation, and the feasibility of achieving them. But both to increase the 
realisable benefits requires a more comprehensive process. This process runs 
throughout the system lifecycle and complements existing systems, project and 
appraisal techniques. Perhaps in the longer term, a benefits management process 
should be the core process around which the other methodologies have to fit 
successfully (Ward u/. 1996,p.224).
Organisations always develop IS with the objective of gaining benefits. However, 
infonnation systems offer only the potential o f benefits (Ward et al. 1995). In order to 
take advantage o f these benefit opportunities, changes must take place in the way that 
business perform these constituent activities. Benefits, therefore, arise from changes. 
Zuboff (1988), for example, has argued that the greatest benefits do not arise from 
replacing human intellect by machines, but by using information to improve the way that 
business is done. Ward el al. have concluded:
If benefits are derived from IS/IT through business changes, then it is reasonable 
to assume that it is implications of these changes which must be assessed pre­
project in order to quantify the potential benefits. Also it is the effects of these 
changes which must be measured and evaluated post-project in order to 
determine if the desired benefits have been achieved in practice. (Ward et al.
1996, p. 216).
A critical part o f the benefits management approach is to define the set of benefits, the 
changes needed to realise these benefits, and the stakeholders responsible for the creation 
o f the benefits. Hence, the expected benefits become the focus. In the days when most 
IT was used to automate basic processes, benefits were relatively easy to specify and to 
measure, for example, two payroll clerks replaced by a small business computer. 
However, now organisations’ basic processes are largely automated. A growing 
proportion o f new IT investment aims to support applications which attempt to informate
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an organisation for example executive information systems. They have benefits which are 
not only difficult to measure but are also difficult to describe in advance (Remenyi, et al. 
1991), These benefits may be potentially much larger than those delivered by automation 
projects. Managers, who are accustomed only to financial based approvals, may feel 
uncomfortable with the intangible benefits claimed for such systems. However, whilst it 
may well be difficult to put strict monetai-y values to them, these potential benefits are 
very real, may be veiy important to the firm’s profitability, and certainly need to be 
managed.
1.7 Components of benefits management
A process model of benefits management has been developed within the Cran field 
research programme as shown in Figure 1.1.
identifying
and
structuring
benefits
planning
benefits
realisation
potential
for
further
benefits
/  executing  
the benefits 
1 realisation 
.V plan
evaluating  
and reviewing 
results
FIGURE 1.1: A PROCESS MODEL OF BENEFITS MANAGEMENT 
(Ward. Tavlor and Bond, 1995).
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Tlie figure shows five phases in the process o f benefits management. These can be 
summarised into three main phases, the justification phase, the realisation phase and the 
post-project evaluation phase.
The justification phase consists of two main activities: identitying and structuring benefits 
and planning benefits realisation. It involves the identification of benefits, measuring the 
benefits with the resources needed to achieve them and assessing the possibility o f risks 
that may be involved. Here, analysts identified the proposed benefits in order to make 
known their rationale and their location in the organisation. They must structure the 
benefits so as to understand the linkages between the technology effects, the organisational 
changes and the organisational objectives. This allows the value of the benefit to be 
appraised and the individuals affected to be identified. For each proposed benefit, the 
analyst develops measures. Planning benefits realisation involves the planning of how each 
proposed benefit will be achieved and specifying responsibility for ensuring that these 
benefits are realised. At this stage the projected costs and benefits of the project can be 
determined.
The realisation phase consists of the execution of the benefits realisation plan. Here a 
project team makes the necessaiy changes to realise the proposed benefits.
The evaluation stage consists of two components: evaluating and reviewing results and 
potential for further benefits. At this stage the team uses the previously developed 
measures to evaluate the effects. As Ward and Murray (1997,p. 17) have written, “Review 
is not of the project progress, but of the realisation of benefits.” The team must identify 
any variance between benefits planned and achieved. Although other potential benefits can 
be identified at any time, they are most likely to be uncovered at this stage.
Appendix 1.1 summarised the process of benefits management as proposed by Ward el al. 
(1995, 1997).
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1.7.1 Justification Phase
1.7.1.1 Identifying and structuring benefits
The process o f benefits identification is relatively easier for systems which have tangible 
benefits. Quantitative benefits directly reduce cost or increase revenue. Staff reduction 
typifies such benefits. These benefits are easily identified, measured and verified. But 
benefits such as improved decision making and better organisational co-ordination are not 
easily quantifiable.
Some o f the methods used to identify such benefits include focus groups, in-depth 
inteiwiews, expert opinion, the Delphi technique, observation, benefit profile charts and 
existing systems review (Rivard and Kaiser , 1989). Focus groups normally consist of 
eight to ten people helping to identify benefits of a system. An analyst who acts as 
moderator, leads the discussion. Unlike focus groups, in-depth interviews provide 
detailed thoughts and opinions of an individual rather than the general opinions of a 
group. Both expert opinion and the Delphi technique are useful when little or no data 
exists to assess the impact o f future events. Expert opinion relies on interviews or surveys 
o f experts to derive the major view points. The Delphi method surveys experts regarding 
the probability o f occurrences and their likely effects. Analysts compute survey results 
and experts review them independently and revise them accordingly until the group 
reaches consensus. The Delphi method attempts to reduce bias that occurs during face-to- 
face interviews or group discussions. Obseiwation familiarises analysts with user 
environments, allowing them to visualise the system’s interaction with user functions and 
formulate some possible benefits. However, it has the disadvantage o f not providing any 
insight into the cognitive processes involved in the observed work. A benefit profile chart 
describes a comprehensive list o f various benefits, such as greater reliability, more 
concise information, easier access and improved decision making among other things. 
This helps in assuring that no significant benefits have been overlooked. Ward et al 
(1997) have proposed the study of business objectives and the identification of areas 
where benefits will occur as the major steps in benefits identification. Analysts may 
explore likely benefits through workshops and brainstorming sessions. They have 
suggested Information Economics, top down modelling, and bottom up modelling as 
possible techniques to explore potential benefits. Then they link the proposed benefits to
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the business objectives and IT capabilities. They have called this process benefits 
structuring. The objective is to map out the intermediate outcomes that have to be met in 
order to gain the overall benefits.
No single method is best for all situations, but a combination may capitalises on the 
advantages o f several. Rivard and Kaiser (1989) have listed a few issues which should be 
considered when identifying benefits. These include analysing users’ critical success 
factors (CSFs) as a means o f identifying potential benefits. Considering the multiple user 
perspectives is also important as people at different levels and departments within an 
organisation have different sets of CSFs. Another factor mentioned is explicitncss. 
Explicit identification is necessary. For example, improved decision making has little 
value for management unless: the decisions affected are identified; the decision processes 
are explained; the possible results clearly stated. Successful benefit presentation also 
depends upon explicitly documenting the assumptions that were made during benefit 
identification, allowing others to evaluate the degree of subjectivity involved. To Ward et 
al. (1997) the main output from this stage is a “Benefits Statement”. It contains the 
project overview, benefits dependency network, proposed benefits, potential risks and any 
potential negative outcomes.
1.7.1.2 Planning benefits realisation
The main objectives o f this step are to produce a plan to realise the project’s benefits and 
to assess the project’s costs. An analysis should reveal necessary changes and risks. This 
leads to a plan detailing .the timing o f the constituent activities. Those responsible for 
making the changes must agree to the plan. With all these details, it is possible to perform 
a full costs and benefits analysis of the project. The output from this stage is a “Benefits 
Realisation Plan”. A somewhat similar idea is the business value engineering promoted 
by Gotten and Hogbin (1995). They have claimed that business value engineering refines 
the way in which the purpose o f a project is defined, keeps that purpose at the forefront 
throughout the development and confirms that the purpose is achieved. It integrates 
benefit delivery activities with the total project plan. The technique’s major deliverable is 
the value linkage diagram which documents the cause and effect chain that link project
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activities to desired benefits. It also produces the benefits profile document describing the 
benefit, the people responsible for it and how it is to be realised.
Ward et al. (1997) have proposed the use of this benefits realisation plan together with the 
benefits statement produced under the identification stage as the supporting documents for 
project justification. However, some o f the techniques used such as Cost Benefit Analysis 
(CBA) (King and Schrems, 1978) have also been recognised as justification techniques in 
their own right.
In fact CBA has been one o f the commonly suggested IS justification techniques. CBA 
originated in the field o f public policy and has been used in both justification and 
evaluation. It uses standard accounting practices such as rate o f return and time value of 
money to create monetaiy equivalents. Remenyi el a l (1991) have defined it as the 
process of comparing the various costs o f acquiring and implementing an information 
system with the benefits which the organisation derives from the use of the system. CBA, 
if applied in cases where costs and benefits are easy to identify and quantify, has many 
advantages in terms of acceptability and comprehensibility. Managers must estimate the 
probabilities associated with the occurrence of possible consequences o f implementing an 
application and attribute a monetai'y value to them. Costs and benefits are the monetaiy 
value of these events multiplied by the corresponding probability. A discount rate 
moderates the present value o f costs and benefits which are expected to occur at some 
future time. The benefits total is subtracted from the costs total. This provides an index for 
ranking alternatives. There are critical assumptions which are usually buried in the 
computations and are open to abuse, for example, the choice o f the discount rate. The 
determination of costs may be relatively straightfoi-ward, although Strassman (1985) has 
criticised the frequent failure in practice to include all the tixie costs. Comparatively, the 
calculation of benefits is fraught with difficulties (Land, 1976). The problem of accounting 
for qualitative benefits is usually overcome by attributing to them some quantitative value, 
treating them as a side issue or ignoring them altogether (Keen, 1975). It is because of all 
these that many writers have been critical of CBA. Tapscott (1982) has criticised CBA on 
the following grounds;
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i. the frequently quoted benefit o f increased productivity is problematic when there 
is no widely accepted theory or measure o f office/management productivity;
ii. it is far from easy to predict reliably the exact impact of a new information 
system;
iii. savings in, for example, time, are not necessarily additive;
iv. it is difficult to show causality, i.e. to prove that a particular benefit is 
directly/solely due to the new information system.
There are also some cost accounting problems with this method as suggested by King and 
Schrems (1978). These are double counting, counting a secondai*y cost which is already 
included in the direct cost, omitting significant costs such as space and electricity and the 
problem o f hidden costs such as assigning a share of overhead to a particular activity.
Besides this traditional approach of costs and benefits to IS justification, there are also 
other approaches based on the concepts of value and multi-criteria scoring. Multi-criteria 
scoring enables qualitative and quantitative IS benefits to be taken into account during 
economic justification. Information economics (IE) (Parker et a/. 1988) is, perhaps, the 
best known example o f a multi-criteria scoring method. IE provides a framework for 
appraising, in addition to the cost avoidance and labour savings, the extra benefits of an 
IS in ternis o f its contributions to value-linking (the additional benefits due to increased 
electronic integration), and value-restructuring (the benefits that accrue from the changes 
expected in organisation structure and work practices). IE allows selection between 
several IS projects to take place. IS project with a very bad CBA compared to other IS 
projects can be cast in a more favourable light with IE’s additional value, alignment and 
strategy scores. However IE does have its weaknesses. Quantifying a set of intangible 
benefits may be subjective. People differ in terms of what is considered most significant. 
The process is also open to misuse as the numbers can be manipulated to promote a 
personal agenda (Fidler and Rogerson, 1996).
Keen (1981) has promoted another justification method based on multi-criteria scoring. 
This is value analysis. This technique’s original aim was to aid cost and benefit 
assessments o f decision support systems. It docs not require each benefit and cost to be
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quantified individually. Rather, it focuses attention on the overall worth of an LS project to 
the organisation.
In their taxonomy o f evaluation methods, Farbey et al. (1994) have identified several 
methods for use in information systems justification. They have examined the methods in 
terms of the underlying approach or model, the audience, the complexity, the information 
requirements, and the people who should do the ex ante evaluation, for example 
developers, users, or consultants.
1.7.2 Benefits Realisation
There is not much that has been written about benefits realisation compared to benefits 
justification and evaluation. Although under project management there are well established 
tecliniques to manage quality, risks and costs, techniques to manage the benefits of a 
project are poorly defined.
1.7.2.2 Executing the benefits realisation plan
The main purpose o f this phase is to undertake the actions that have been laid out in the 
plan. The project team implements the required changes and introduces the new 
procedures. With the changes, education and training become important and staff may 
have to be redeployed.
Parallel operation for a short period or phased implementation may enhance the chances of 
success. As the project progresses, there will normally be alterations in the requirements 
and objectives. These will affect some o f the benefits earlier identified. These benefit 
changes have to be monitored and accounted for in this phase. New plans have to be 
drafted to achieve these benefits.
1.7.3 Post Project Evaluation Phase
Looking at the literature on post implementation evaluation, there are various approaches 
that have been suggested. Many of them draw on the same techniques as benefits 
justification, only they are employed post hoc rather than ex ante. Therefore, the purpose 
is to use the techniques such as CBA to assess whether benefits have been realised rather
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than to win approval for, a new project. Strassman has more recently proposed the return- 
on-management method. This approach isolates the management added value and then 
divides this by the management cost. Strassman (1990) has argued that IT must be 
assessed by its impact on management since to him management is the key to a successful 
IS implementation. Management value added is the residue after eveiy contribution to a 
firm’s inputs is paid. If management value added is greater than management cost, then 
management efforts are productive in the sense that their outputs exceed their inputs. This 
approach attributes surplus value to management as it is based on the notion that in 
contemporaiy society, the scarcest resource is not capital, raw materials or technology, but 
rather good management. To Strassman good management makes all the difference 
between success and failure.
A straightfoi'ward evaluation method is a system’s utilisation. The assumption is that the 
more a system is used, the more successftil or effective it must be. Keen (1975) has 
criticised this by reasoning that the system may be the only means o f doing the task. Other 
evaluation methods include benchmarking where organisations assess their performance by 
comparing themselves to other organisations. This is a difficult process and frequently 
relies on subjective evaluations involving ranking and scoring. Another ranking and 
scoring technique which has a high degree of subjectivity is the management vision 
approach (Hirscliheim and Smithson, 1988). Managers assess the current systems in terms 
o f what their original plans were. A similar method, strategic match analysis, requires the 
project to be assessed in terms of whether or not it supports the main strategies of the 
organisation. User attitudes may also sei*ve as a measure of how a particular IS is 
performing. Suiweys are the primary vehicle for this.
Ward e( al. (1995, 1997) have divided the post-project evaluation into two stages 
beginning with the review o f the project and subsequently evaluating the project for further 
benefits.
1.7.3.1 Evaluating and reviewing results
The objective of this phase is to evaluate the project so as to determine whether the 
proposed benefits have actually been delivered. Ward et at. (1997) have suggested the 
holding of benefits review meeting to discuss the outcomes of the project. The meeting
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must include representatives of both business and IT who are involved in the project. The 
results o f the meeting are documented as a “Benefits Review Report”, It contains the 
overall outcome o f the project, further actions needed to realise the benefits fully, and 
other necessaiy actions agreed at the meeting.
1.7.3.2 Potential fo r  further benefits
At this stage, participants attempt to identify further potential benefits from the project. 
This may result in a new project or enhancement of the current project. Ward el at. 
(1997,p.41), have described this, “closing the loop in the benefits management process by 
going back to the identifying and structuring benefits stage.” The main output of this final 
stage is a “Final Report” . It contains lessons learned and necessaiy actions needed for the 
project and other future projects.
1.8 Sum m aiy
The chapter has assessed the impact of IT investment in general. It concludes that many 
IT investments do not produce their intended benefits. It then examines possible 
explanations o f this outcome. Many of the proposed explanations assume that the benefits 
have been achieved but have not been correctly measured. The exception is the view that 
benefits are lost because of lack of management attention. A number of authors have 
proposed methods for managing benefits actively. The chapter concludes with a 
description o f benefits management.
The research will use this technique o f benefits management to look into a method of 
benefits realisation for executive information systems. The next chapter will examine the 
nature o f work of the users o f the system, the executives. It will examine the role of 
information in executive work before looking further into how each type of EIS might 
benefit executives.
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CHAPTER 2:
NATURE OF EXECUTIVE WORK
2.1 Introduction
This chapter examines the concepts which underlay executive work. The discussion starts 
by defining who an executive is. It then looks into the development of the idea of 
executive work. A summary of relevant research is then developed to produce a model of 
executive work.
2.2 Who is an Executive?
There is no agreement on who is an executive. The word ‘executive’ itself is open to 
various interpretations. The word executive derives from the Latin exsequi which means 
to follow out. The Oxford English Dictionary, ascribes the first use o f the word executive 
to Sir Thomas Browne in 1646 with the meaning “ capable of performance, operative.” 
Some other meanings which it lists are, “ active in execution, energetic"; “ apt or skilful 
in execution” ; “ pertaining to execution, having the functions o f executing or carrying 
into potential effect” . It also recognises the word executive to mean “ the branch of the 
government which is concerned or charged with carrying out the laws, decrees and 
judicial sentences; opposed to ‘judicial’ and ‘legislative’.” The Oxford English 
Dictionary attributes the first use o f the term specifically within a business context to
G.H. Lorimer who used it in 1902 to mean, “ a person holding an executive position in a 
business organisation; a person skilled in executive or administrative work; a business 
man.” (Oxford English Dictionary, 1989,p.522).
This definition offers a broad understanding of who an executive is. It is reminiscent of 
Drucker’s famous definition of an executive:
Every knowledge worker in modern organisation is an executive if, by virtue of 
his position or laiowledge, he is responsible for a contribution that materially 
affects the capacity o f the organisation to perform and to obtain results. Such a 
person must make decisions; he cannot just carry out orders. He must take
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responsibility for his contribution. And he is supposed, by virtue of his 
laiowledge, to be better equipped to make the right decision than anyone else. 
(Drucker, 1970, p.5-6).
In Drucker’s definition anybody is an executive who has responsibility for the 
performance o f the organisation. One might be able to infer from this that every 
employee is an executive in that each has some responsibility for an organisation’s 
performance. This interpretation would be unhelpful. It is clear that Drucker intends to 
number professionals, such as doctors, solicitors, and architects among the band of 
executives as well as managers and administrators.
This distinction between managers and professionals is more clearly made by Friend 
(1986) who has defined executives as those “ responsible for the planning, control, and 
operation o f departments, divisions, and entire corporations. They manage people and 
facilities and are responsible for business results” (p.31).
Ill this dissertation I  shall use the term ‘'executive " very specifically. Executives are that 
small group o f  senior managers in a self-standing organisation who have direct 
responsibility fo r  its long-term survival.
Executives in this precise sense are distinguished from other managers by several 
characteristics. First, executives are the group o f managers who occupy the top level of a 
hierarchy. For example, Scholefield (1968) has identified executives as the people at or 
near the top o f the management hierarchy. Executives are directors of corporations, chief 
administrators in hospitals, vice-chancellors of universities and ministers and senior civil 
seiwants within governments. In this context the term ‘executive’ indicates not only a 
function, but often has coimotations o f status as well.
Secondly, executives are responsible for determining the strategic direction of their 
organisations. Senior managers have little control over the destinies o f their firms when 
they are dependent on parent organisations. Anthony (1965), for instance, has described 
three levels of management planning and control. These are strategic planning.
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management planning and control, and operational control. Strategic planning involves 
the process o f detemiining the organisation’s objectives, the resources needed to achieve 
them and the policies that govern the resources’ acquisition and utilisation. Management 
planning and control assures that the resources are used effectively and efficiently to 
accomplish the organisation’s objectives. Operational control requires that specific tasks 
are carried out effectively and efficiently. Every executive assumes each of these tasks. 
However, strategic planning is the most prominent. For example, the directors of a bank 
must plan for the survival o f the bank; bank managers have no strategic responsibilities. 
Their organisation, the branch bank, is not an independent firm.
Thirdly, executives have power and authority which derives from their position in the 
hierarchy. Barnard has written “ men impute authority to communications from superior 
positions” (Barnard, 1968,p. 173). According lo him this “ authority o f position” is to a 
large extent independent o f the personal ability o f the holder o f the position. The advice 
or opinion may be superior solely by reason o f the advantage o f position.
Fourthly, executives serve as an interface between their organisation and the outside 
world. Because o f their status and their access to people outside o f their organisations, 
Mintzberg has observed that an executive becomes the “ focal point o f his organisation 
for special external information.” Likewise, he must represent his organisation with a 
variety o f outside interests, such as stockholders, citizens or the church.
2.3 What do executives do?
Since writers seldom distinguish between managers and executives, there are few works 
which refer explicitly to executive work. The study o f what managers do dates back to the 
early years o f this century and has two major lines o f inquiry.
The early writing enumerated the activities of managers. The authors were practising 
executives and early management consultants who wished to rationalise their 
experiences. Because of, their own backgrounds, their focus was often more on the 
function of executives rather than shop floor supervisors. Scholars usually associate these 
views with the larger body o f literature developed in the first half of the 20th Century
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which attempts to codify the principles o f control within bureaucracies. Organisational 
theorists usually refer to these writings as the classical theory of management.
Since the Second World War academics have adopted an alternative approach to the 
study o f managerial work. This depends on the direct observation o f managers as they 
work. In most cases the subjects have been executives. This research, in addition to 
making claims o f being more rigorous, hopes to understand how such factors as the 
environment and individual characteristics may affect the job of management. Of course, 
these investigations have also provided alternative enumerations of managerial functions.
It is significant that both these schools are empirically based. They have used experience 
and observation as their methods. The academics’ work is arguably more rigorous and 
they have provided something more systematic. However, the result of these studies 
remains schemes o f classification without the suggestion o f any underpinning 
explanatoiy model.
2.3.1 The Classical view of executive work
Among the early writers of executive work is Heniy Fayol who has been described as the 
father o f the classical school. Fie was a mining engineer by training and spent his early 
working life as an engineer in the Commentry group of pits of the Commentry- 
Fourchambault Company. liowever, from his early thirties onwards he spent his working 
life in general management. He became the managing director and later the chief 
executive o f the mining company. Based on his successful career in management he 
devoted the last years o f his life in popularising his theory of administration. Fayol 
wrote several papers on administration and later a book which was translated into English 
with a title General and Industrial Management (Fayol, 1949). Management to Fayol is 
a very important function o f high-ranking officials. Even though other workers such as 
foremen do have some management functions, the proportion of time spent is very much 
less and their most important ability would be technical instead of managerial. In 
comparing the various abilities o f personnel in an organisation, Fayol has stated that a 
minister and a head o f state would have 50%-60% managerial ability compared to 15% 
for a foreman. Therefore, management to Fayol is related more to top level officers.
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Even though he did not call them executives, the management principles that he has 
advocated are more relevant for this group o f people. The term manager that he used is 
synonymous with the term executive.
Fayol proposes five basic executive functions. These are:
i. Planning
ii. Organising
iii. Commanding
iv. Co-ordinating 
V. Controlling
(Fayol, 1949).
Fayol has proposed five planks for his programme of management. First, he believed 
managing means looking ahead. This makes the process of forecasting and planning the 
central activity o f executives. Executives must assess the future and make provision for it. 
They must ensure that the objectives of each part of the organisation are synchronised 
with one another. They must adapt plans when circumstances change and attempt to 
predict the courses o f action accurately. The plan o f action is the chief instrument:
The plan o f action is, at one and the same time, the result envisaged, the line of 
action to be followed, the stages to go through, and methods to use. It is a kind 
o f future picture wherein approximate events are outlined with some 
distinctness, whilst remote events appear progressively less distinct, and it 
entails the running o f the business as foreseen and provided against over a 
definite period. (Fayol, 1949,p.43).
The second planl< is organising. Fayol has defined this as, “ .... lo define and set up the 
general structure o f the enterprise with reference to its objective, its means of operation 
and its future course as determined by planning; ...It is to give form to the whole and to 
every detail its place; it is to make the frame and to fill it with its destined contents” 
(Gulick and Uiivick, 1937,p.l03). Here, executives have the task o f building up an 
organisation which will allow the basic activities to be carried out in an optimal manner. 
Central to this, is a structure in which plans are efficiently prepared and carried out. There
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must be unity o f command and directions, clear definitions of responsibilities, and precise 
decision-nialcing. There must also be a means of selecting and training executives. 
Disciplines must be maintained while establishing a fair compensation programme for 
services rendered.
The third plank is to get the organisation in motion, to give commands. Fayol has written, 
“ The organisation, having been formed, must be set going and this is the mission of 
command....For every manager the object o f command is to get the optimum return from 
all employees o f his unit in thé interest o f the whole concern” (Fayol, 1949,p. 97). 
Tlii'ough the task o f commanding, the executive obtains the best possible performance 
from subordinates. This, to Fayol, must be done through example, knowledge of the 
organisation, knowledge o f the subordinates and continuous contact with the staff. In 
essence the executive maintains a high level of activity by instilling a sense of mission.
The foui'th plank is co-ordination. Organisations have a variety o f tasks to perform, so co­
ordination is necessary. Fayol has written, “ To co-ordinate is to harmonise all activities 
o f a concern so as to facilitate its workings and its success” (Fayol, 1949,p. 103). Efforts 
must be made to ensure that all activities are aligned and kept in perspective with the 
overall aims o f the organisation.
The fifth plank is control. Once the whole organisation has been created and set working, 
control is needed to verify whether all is going according to plan, and to point out 
divergences for correction. “ Control consists in verifying whether everything occurs in 
conformity with the plan adopted, the instructions issued and principles established” 
(Fayol, 1949,p. 107). To be effective, Fayol suggests that control must operate quickly 
and there must be a system of sanctions. To him a good system o f control provides 
against undesirable surprises and like the other four elements, demands constant and 
sustained attention.
Luther Gulick proposed a classification o f the work of the executives which extended 
Fayol’s. He referred to this scheme as POSDCORB, an acronym for planning, organising, 
staffing, directing, co-ordinating, reporting and budgeting. The tasks of planning.
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organising and co-ordinating bear a strong resemblance to those described by Fayol. 
However, Gulick replaced Fayol's task commanding with one he called directing. While 
Fayol's commanding is a subtle way of getting subordinates to carry out tasks, Gulick 
understood directing to be the making o f decisions and stating them as orders. Gulick also 
replaced Fayol’s task control with budgeting. While Fayol viewed control as ensuring 
that all plans and tasks are carried out accordingly, Gulick saw budgeting as more 
restrictive. It is limited only to fiscal and accounting procedures. Gulick added two new 
tasks, namely staffing and reporting. Staffing included recruitment and training. Fayol 
did not totally neglect recruitment and training. However, he made them part o f the 
functions o f organising. Gulick described reporting as keeping those to whom the 
executive is responsible informed by means o f records, research and inspection.
A third thinker o f the classical school is Mary Parker Follet. She was a student of 
philosophy, history and political science and wrote a number o f works on political 
science. While active in social work, she also gained a reputation as a writer and spent the 
last years o f her life lecturing. Her collection o f lecture papers was later published under 
the title “ Dynamic Administration” (Fox and Ui'wick, 1973). Pier writings attempt to 
define management in terms o f human problems. Unlike other classical writers who were 
practising executives and developed their ideas from their experiences, Mary Parker 
Follet based her observations on her personal contacts with managers. She did not 
support her thoughts by any formally designed research, but as Fox and Urwick have 
observed: “ Her insights and conclusions came rather from a unique combination of 
intellectual power, human sympathy, personal experience and a singular dedication to 
what she called ‘the wonderful interest o f life’.” (Pox and Urwick, 1973,p.ix).
Her ideas and insights on management were recognised by other classical writers who 
integrated her thoughts into the classical framework. The concept of partnership forms 
the basis o f her views o f executive work. The core of her contribution is the proposition 
that the primary task o f executives is to create a “ situation” in which people cooperate of 
their own will. She described the roles o f executives within four fundamental principles 
o f organisation. These are evoking, interacting, integrating and emerging.
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Evoking is the drawing out from each individual their fullest potentials. She has written, 
“ it is one o f the leader’s chief duties to draw out from each his fullest possibilities” (Fox 
and Ui'wick, 1973,p.232). This particularly emphasises training and development. An 
executive is seen as both a leader and a teacher and it is his duty to educate the 
subordinate to work with the leader, not to follow  him.
Interacting is adjusting between individuals and the situation, with resulting changes in 
both. It indicates that management tries not to create a new situation, but to make 
reciprocal adjustments.
Integrating refers to the solution o f conflicts. Conflicts arise from change. Follet argued 
that the usual managerial reactions to change are either domination or compromise, but 
these two tactics have only temporary effect. She advocated a process in which parties in 
conflict would interact in the light o f the existing facts and allow a solution to emerge 
that none of the conflicting parties had previously considered. This is how Follet 
understood the process o f integrating. She has described, “ the great leader is he who is 
able to integrate the experience o f all and use it for common purpose. All the 
ramifications o f organisation are the ways he does this; they are not set up to provide a 
machinei'y o f following ” (Fox and Ui'wick, 1973,p. 233).
Emerging means bringing new ideas into use to meet changing and new situations. Follet 
used the expression as to her “ it denotes the evolving, the creating o f new values, the 
forward movement ” (Fox and Urwick, 1973,p. 233).
Apart from the classical writers there are a few other writers who made similar 
contributions to the understanding o f executive work. One of them is Chester Barnard. As 
most other classical writers, Barnard based his propositions on his experiences. He was 
for many years President o f the New Jersey Bell Telephone Company. As a practising 
executive, he was very interested in organisational activities and the social and personal 
relationships between people. This culminated in his book. The functions o f  the executive 
(Barnard, 1968).
31
To Barnard the functions o f executives “ relate to all the work essential to the vitality and 
endurance o f  an organisation, so far, at least, as it must be accomplished through formal 
co-ordination ” (Barnard, 1968,p. 215). However, Barnard not surprisingly recognised 
that not all work done by persons occupying executive positions is in connection with 
executive functions. Thus, executive work to Barnard “ is not that q/'the organisation, but 
the specialised work o f maintaining the organisation in operation” (Barnard, 1968,p. 
215). It consists o f three tasks: the maintenance of organisational communication; the 
securing o f essential services from individuals; the formulation of purpose and of 
objectives.
The task o f communication has two phases. The first is the definition of organisational 
positions or as he called it the “ scheme o f organisation.” This requires organisation 
charts and the specification o f duties. It represents how the co-ordination of the processes 
o f the organisation is to be done. The organisational structure is, however, of little value 
without the personnel to fill the positions. Hence, the second phase o f the communication 
task is the recruiting of personnel who have the necessary qualifications. This involves 
the selection o f men and the offering of incentives; techniques o f control pemiitting 
effectiveness in promotion, demoting and dismissing men; and the securing o f an 
informal organisation in which the essential property is compatibility of personnel. The 
chief functions o f this informal organisation are expansion o f the means of 
communication with reduction in the necessity for formal decisions, the minimising of 
undesirable influences, and the promotion o f desirable influences concordant with the 
scheme o f formal responsibilities.
After getting the qualified personnel, the second task is to secure their services or to get 
their commitment to serve. It has two phases. The first is the bringing o f persons into co­
operative relationship with the organisation, and the second is the eliciting of their 
services. Both are achieved by maintaining morale, and schemes of incentives, deterrents, 
supei-vision and control, as well as education and training.
32
The formulation o f purpose and objectives necessitates the indoctrination o f those at the 
lower levels with general purposes and major decisions. This activity is necessary in 
order to make the organisation a cohesive organic whole.
Most o f the classical propositions o f executive work derive from personal experiences of 
these practitioners. This may not form a suitable basis of generalisation. There is a 
likelihood that they may only described the more important or significant tasks, leaving 
all those unimportant tas'ks which may have taken a large proportion o f their time, 'fhey 
may also cover only those tasks which they can easily define. Thus, in general, they agree 
that managers plan, organise, motivate, and control. This kind o f analysis though useful 
in giving some idea o f the nature o f executives’ job, does not really tell the exact work or 
activities executives do. Some of the writers concentrate only on certain aspects of 
executive work. M aiy Parker Follet, for example, has looked mostly at the human aspect, 
how executives should manage people. This, however, presents only a proportion of 
executive work. Similarly, Barnard has described executive functions as principally 
getting co-operation from the people to accomplish organisational tasks.
2.3.2 Empirical studies of executive work
A different approach to the classification of executive work is referred in the empirical 
studies that have been carried out from the late 1940s onwards. These studies arise from 
systematic analysis o f the characteristics and content of executives' activities. The father 
o f this school is Sune Carlson, a Swedish professor, who did an empirical study of 
executive work by using a diary method. He has expressed the purpose of the research 
as:
The purpose o f this study has been neither to develop any normative rules as 
to how executives should behave, nor to describe their ‘typical’ or ‘average’ 
behaviour. But by studying a series o f individual cases I have hoped to find 
certain common behaviour patterns and some general relationships which 
characterise these patterns. (Carlson, 1951,p.l0).
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He studied nine executives of Swedish firms for four weeks each. These executives were 
all managing directors. He asked them to fill out time diaries to record their daily 
activities.
The items that he recorded were:
i. place o f work
ii. contact with persons or institutions (e.g. subordinates, customers)
iii. Communication technique (face-to-face, telephones, meetings)
iv. Nature o f question handled:
a. Field o f activity or functional area (e.g. finance, production, personnel)
b. Development or current operations
c. Policy or application
v. Type o f action taken - getting information; systematising information; taking 
decisions; confirming or correcting decisions o f others; giving orders; advising or . 
explaining; inspecting or reviewing; executing; personal development.
From these records Carlson has concluded that:
i. Executives’ workloads are heavy, averaging between 8.5 and 11.5 hours daily;
ii. Executives are frequently intenupted, having only a duration o f 10 to 15 minutes 
interval alone;
iii. Executives had little control over the design o f their own workdays;
iv. Executives receive far more mail than they initiate;
v. Executives spend on average 3.5 hours per day with visitors.
Carlson’s findings, however, defined only the executives’ work characteristics. Due to the 
inherent limitations o f the diary method, he was unable to elaborate on the content of 
executives’ work. Moreover, there is no common understanding of the classifications that 
he used. Thus, executives in his study interpreted categories inconsistently and sometimes 
ascribed the same activity to more than one. Carlson has admitted:
W hat one executive regards as a question o f development, another may find 
to be a question o f current operations, and there may even be inconsistencies
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in the markings o f the individual chief executive during different periods...It 
was much harder to determine whether a question was of a policy character 
or not. (Carlson, 1951,p. 105-106).
The same problem occurs with the kind of action markings. Carlson has noted:
The study o f the kind o f action was, as I expected it to be, the most difficult 
part o f our whole investigation, and neither the concepts nor the recording 
technique used are as yet sufficiently refined in this respect.
(Carlson, 1951,p. 49).
Carlson’s study, therefore, fails to describe adequately the kind of work that executives 
do.
Rosemary Stewart (1967) has conducted another study of executive work using a diary 
method. Her study was o f 160 British executives with the objective o f discovering 
similarities and differences in the way executives spend their time. However, recognising 
the difficulties in recording the work content, she made little attempt to identify the 
nature o f executive work: -
The main conclusion from experiments with different types o f diaries was 
that only simple, easily defined information could be collected if  the 
information is to be comparable. In particular the kinds o f action 
classification used in the studies described earlier was shown to be very 
unreliable. It is not diffieult for a manager to be reasonably consistent in 
elassifying his own work under such headings as ‘getting information’ or 
‘planning,’ but the diseussions at the seminar and at the courses showed 
wide differences in what people understood by such terms. Even when the 
terms were defined, differences in interpretation persisted. It was therefore 
decided to exclude a classification o f kinds o f action, such as planning or 
giving information, from the main diary. (Stewart, 1967, p. 20-21).
Stewart reaffirmed that executives’ jobs are fragmented. “ A manager’s job is a varied 
one... in the place o f work, in the contacts, in its activities and its content ” (Stewart,
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1967,p.98). Executives must attend to many different people and problems, and they 
have little control over when and whom they meet. Although her findings did support the 
earlier work o f Carlson’s on executives’ work characteristics, she too did not manage to 
describe the work content.
Another diary study is that o f Copeman (Copenian et «/.,1963). Copeman was a director 
o f a publishing company and had been an editor. His interest in executives’ work began 
when he wrote a thesis on the career o f company directors. He studied 29 British chief 
executives and a similar number o f department heads. The main aim o f the study was to 
find out how executives' spent their working day. Copeman has classified executives’ 
activities into the following categories:
i. correspondence
ii. phoning
iii. d iscussion in ow n office
iv. visiting others for discussion  
V. com m ittee m eetings
vi. reading reports
vii. drafting reports
viii. planning future operations
ix. lunch (including business lunch)
X. Inspecting plant, establishments, etc.
He asked the executives in the survey to mark the type o f activities they performed at 
various times o f the day and the contacts they made. Similar to Carlson’s conclusions, 
Copeman has found that the executives in the study spent long hours at work, on average 
53 hours a week. The results indicate that 75% of the executives’ time was spent on 
communication activities, leaving only the remaining 25% to do their own desk work. 
Out o f the communication activities, discussions, conespondence, and visiting formed the 
major proportion.
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These studies have shown that the diary method is useful in determining the characteristic 
o f executive work, but is o f little help for determining its content. Stewart has 
highlighted this limitation:
The most important conclusion that I reached was that it is impossible to 
design a diary o f kinds o f action...This conclusion imposes a veiy important 
limitation on the possible scope o f analysing managers’ job by means of 
diaries, since it means that if one wants comparable results - and that surely 
must be the aim - one is severely restricted in analysing what the manager
does, as distinct from where, how, or with whom he does it, (Stewart, 1967, 
p. 230).
H. Luijk, a Dutch management consultant, has adopted a different method in studying 
executives. He has specialised in organisational problems and had written numerous 
articles on organisational subjects. His book on how directors spend their time was a best
seller. Luijk (Copeman et al., 1963) based his study on obseiwation o f 25 Dutch
executives, both private and public. He spent a total of 1000 hours observing their 
activities. The executives’ secretaries assisted in the observation.
From the study Luijk has categorised executives’ job into the following categories:
telephone contacts
i. correspondence
ii. meeting with staffs and visitors
iv. making plans
V. interviewing prospective em ployees
vi. giv ing instructions
vii. reading files
viii. conferences and business calls
ix. siindiy
Even though employing a different approach in his study, Luijk’s findings were similar to 
other diaiy studies such as Copeman’s. Executives spent nearly three-quarters of their
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time on communication and had very little time to do their own work. They were 
continuously interrupted. Luijk’s categorisations o f the executives' activities were, 
however, superficial such as his category o f sundry. This is particularly unfortunate since 
18% of the executives’ time was recorded under this category.
A more well known observational study o f executive work is that o f Mintzberg. 
Mintzberg (1973) tried to overcome the limitations of diary studies and attempted to look 
further into the content o f managers’ work by using a structured observation method. 
Even though the method restricted the sample size and thus generated less data 
concerning executives’ job characteristics, Mintzberg has argued that “ I was happy to 
trade off this kind o f data in return for more powerful data on activity content” 
(Mintzberg, 1973,p. 231). With the structured observation method, the researcher is able 
to record detailed information on important incidents and to categorise these either during 
or after the events have taken place. This makes the record more complete and the 
obseiwer is much less likely to omit a recording through work pressure.
Mintzberg based his study on structured observations of five managers from both public 
and private sectors. These five were all executives in the sense used in this dissertation. 
Each observation was for one week. The study proceeded through three stages. The first 
stage was the collection o f preliminary data on all the five executives before the 
observation began. The second stage was the recording o f activities during the 
observation. The third was the coding o f the observations. Me collected data throughout 
the working day. He did the coding at the end of each day. The coding consisted of three 
reeords. The first was the ehronology record which described the activity patterns. The 
second was the mail record which described every piece of incoming and outgoing mail. 
The third was the contact record, describing each verbal contact. He analysed all these 
records later. The key to the study was the categorisation of the purpose for both the mail 
and the contact records. These categorisations described the essential content of 
managerial activity and Mintzberg later used them to develop his taxonomy of managerial 
roles. For the mail record he chose thirteen categories:
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i. Acknowledgements - came mostly from outsiders, formally acknowledging a 
visit, a favour, information reeeived or a completed job;
ii. Status requests - requests made to the executives due to their status;
iii. Solicitation - similar to status requests, come mostly from trade organisations who 
want to sell their products or from universities and consultants, who want the 
organisation to participate in their proposed or coming events;
iv. Authority requests - written requests from subordinates seeking authorisation for 
certain actions or seeking approvals for certain programmes or actions;
V. Reference data - mails which contain information for reference only and may 
come from both outside and inside the organisation;
vi. General reports - reports o f general interests coming mostly from subordinates;
vii. Periodical news - magazines and newsletters;
viii. Events - information on events in and around the organisation;
ix. Reports on operation - may be regular internal reports or ad hoc reports on specific 
programs;
X. Advice on situations -  reports from subordinates or experts which were sought 
earlier;
xi. Problems and pressures - mails that carried information related to certain 
problems or demands;
xii. Ideas - letters containing certain ideas, mostly unsolicited;
xiii. Self-initiated mail.
In coding the verbal contacts, Mintzberg developed the following categories:
i. Non-manageriai work;
ii. Scheduling - brief, informal contacts for purposes of scheduling time;
iii. Ceremony - events that the executive has to attend due to his status;
iv. External board work - to a limited extent, most executives are involved in the 
board work of other organisations;
V. Status request and solicitations - executives were always approached by their 
peers, suppliers and other outsiders for visits, functions and for contacts;
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vi. Action requests - these are normally requests for authorisations, for information and 
for executives to initiate something;
vii. Executive requests - these are requests made by the executive to the other parties 
such as subordinates;
viii. Observational tours - occasionally executives walk round the organisation to see 
something o f interest;
ix. Receiving information - executives receive information through telephone calls, 
meetings, briefings and by attending conferences and listening to comments from 
various sources;
X. Giving information - executives pass information received through to subordinates. 
They also give information in the form o f plans, policies and advice;
xi. Review sessions - these are discussions o f important issues; functional discussions of 
certain operations, post-meeting reviews and organisational board meetings;
xii. Strategy meetings - usually held with subordinates, directors and outside experts to 
discuss a certain key decision;
xiii. Negotiation - executives occasionally meet with outsiders in an effort to reach 
agreement over certain issues;
Based on this study he too has demonstrated that an executive’s job is characterised by 
pace, interruptions, brevity^ variety and fragmentation of activities and by a preference for 
verbal contacts. Executives spend a considerable amount of time in scheduled meetings 
and in networks o f contacts outside meetings. They deal with specific rather than general 
issues and always live with pressure to allocate their time to the most pressing matters. 
The fragmentary nature o f what executives do lead to the suggestion that they have to 
perform a wide variety o f roles.
Using the categories from his analysis o f the mail and contact records, Mintzberg has 
suggested that there are ten managerial roles which can be grouped into three areas: 
interpersonal; informational; decisional. Figure 2.1 shows the breakdown of these roles.
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FIGURE 2,1: Miiitzberg’s Model of Managerial Roles
Inteipersonal roles are relationships that an executive must have with others. The three 
roles within this category are figurehead, liaison and leader. Mintzberg has written, 
“ Figurehead identifies the manager as a symbol, obliged to carry out a number of social, 
inspirational, legal and ceremonial duties” (Mintzberg, 1973,p.96).
Executives have to act as (Igurchcads because of tiicir (brmal authority and symbolic 
position, representing their organisations. An executive officiating an exhibition 
sponsored by his organisation is acting in the role of figurehead. So does an executive 
signing an agreement for a joint venture with another company. The leader role as 
Mintzberg has written: “ identifies the manager’s relationship with his subordinates. He 
defines the milieu in which they work, motivates them, probes into their activities ...and 
takes responsibility for hiring, training, and promoting them.” (Mintzberg, 1973,p.96).
As a leader, it is his responsibility to integrate the individual needs and the organisational 
objectives. This role is similar to Barnard’s second function of executives, that is of
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securing the essential services from individuals. An executive acts in his capacity as a 
leader eveiy time he gives advice or reassurance to his subordinates either on their 
personal or work related problems. He performs a leader role when he criticises a 
procedure that is wrong or compliments on a job well done.
The third interpersonal role liaison deals with horizontal relationships: “ In the liaison role 
the manager develops a network o f contacts outside of his organisation, in which 
information and favours are traded for mutual benefits” (Mintzberg, 1973,p. 97).
The executive develops a network o f relationships with his peers and with other 
individuals and groups outside his organisation. He develops these in both formal and 
informal ways by joining clubs, attending conferences and other social events. A 
government minister visiting his counterpart in another country is developing his liaison 
role and so does a company president sitting on a government committee.
Informational roles require executives to collect, disseminate and transmit information. 
The three roles within this category are monitor, disseminator and spokesman. As a 
monitor the executive, “ continually seeks and receives information from a variety of 
sources in order to develop a thorough understanding of the organisation and its 
environment” (Mintzberg, 1973,p.97).
An executive is an important figure in monitoring what goes on in the organisation, 
receiving information about both internal and external events, analysis, ideas and trends 
as well as information in the form o f pressures and demands. An executive is a monitor 
when in a meeting he is briefed on the wage demands made by a union. A government 
minister reading a report on a neighbouring country’s economic strategy is also acting as 
a monitor.
Often, an executive has to pass on the information to others in his organisation. This 
process of transmission is the dissemination role, “ [a]s disseminator the manager sends 
external information into his organisation and internal information from one subordinate 
to another” (Mintzberg, 1973,p.97). An example of a disseminator role is when an
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executive after attending a board o f directors meeting, calls his subordinates and briefs 
them on the discussions and decisions made.
An executive often has to convey information concerning the organisation to outsiders, 
that is the general public and those in positions o f influence. This is the spokesman’s role. 
Mintzberg has defined this role very clearly:
As spokesman llic manager must transmit information to various external 
groups. He must act in public relations capacity; lobby for his organisation; keep 
key influencers informed; inform the public about his organisation’s 
performance, plans, and policies; and send useful information to his liaison 
contact. (Mintzberg, 1973, p. 97-98).
A minister giving a briefing on his country’s development and vision to a group of 
foreign delegates is acting as a spokesman. Similarly, an executive highlighting his 
company’s annual performance to the financial press is also acting as spokesman.
Decisional roles involve an executive’s participation in making strategy. Mintzberg 
regards this as the most important executive activity. The four roles that he places in this 
categoiy are entrepreneur, disturbance handler, resource allocator and negotiator. These 
roles characterise different sorts o f decision in which the executive is involved. As 
entrepreneurs executives make decisions about changing what is happening in an 
organisation. They may have to both initiate change and to lake an active part in deciding 
exactly what is to be done. An example of this role is one given by Mintzberg about a 
school superintendent who is reacting to public debates about serving school children 
lunches. In deciding and initiating a pilot lunch programme, the superintendent is acting 
as an entrepreneur.
As entrepreneur, an executive acts voluntarily. This is very different from his role as a 
disturbance handler. Here executives have to make decisions which arise from events 
beyond their control. Mintzberg has explained, “ As his organisation’s generalist, the 
manager must take charge when his organisation meets with an unexpected stimulus for 
which there is no clear programmed response. In effect, he assumes the role of
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disturbance handler” (Mintzberg, 1973,p.98). A currency crisis in a country makes the 
head o f state a disturbance handler. He needs to find ways to solve the problems or at 
least, reduce the adverse effects of the crisis.
The resource allocator role involves choice making in the distribution o f organisational 
resources. An executive has to budget money, people, equipment and time. Mintzberg 
has pointed out that in doing so an executive is actually scheduling time, programming 
work and authorising actions. An example of this role is the decision made by a company 
president to open a subsidiary company in a foreign country. Another would be his 
decision to make a contribution to a charity in the name o f his firm.
The negotiation role is put in the decision categoiy by Mintzberg because it is “ resource 
trading in real time” (Mintzberg, 1973,p.91). An executive has to negotiate with others 
and in the process is able to make decisions about the commitment o f organisational 
resources. Mintzberg has obsei-ved; “ as negotiator the manager takes charge when his 
organisation must engage in important negotiation activity with other organisations. He 
participates as figurehead^ as spokesman^ and as resource allocator'' 
(Mintzberg, 1973,p.99). In this role Mintzberg has given an example o f a negotiation for 
the acquisition o f a fimi. Here the company president leads his organisation and plays the 
central role in the negotiations.
For Mintzberg, these ten roles provide an improved description o f what executives do. 
However, he recognises that there are variations to these roles. He attributes those 
variations to the deterministic influence of four variables: environment, job, person, and 
situation. M intzberg's approach represents executive work as a set o f discrete, observable 
activities. He has associated these activities with the occupancy o f a formal office or 
position which is seen to be shaped and modified by the four nested sets o f variables.
However, Mintzberg bases his detailed analysis only on a sample o f five executives. 
Compared with other empirical work, he has the smallest sample. Generalisations are thus 
difficult. Mintzberg has derived his findings directly from the structured obseiwations 
and interviews he made with executives. What he created is a taxonomy o f executive
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work without any theoretical underpinnings. Sproull (1984) has criticised the use of 
general labels on the executives’ activities. He has argued that most executives’ activities 
can be labelled by more than one-purpose categoiy; therefore giving them single-label 
such as “ monitoring the environment” or “ negotiating” is misleading. Sproull (1984) 
has also pointed out that although Mintzberg’s work is thorough, the latter excludes some 
minor executives’ activities sucii as contacts with the secretary or a phone call from the 
spouse. Mintzberg has also ignored social activities which are not related to the job such 
as attending a golf club board meeting. Sproull has commented that these will lead to the 
underestimation o f the executives’ total time budget during the workday.
A decade later Kurke from Carnegie-Mellon University and Aldrich from the University 
o f North Carolina (1983) have replicated Mintzberg’s study with the objective of 
validating his findings. They have studied four top executives in New York, two from the 
public sector and two from the private sector. Three of them came from the same 
industries as Mintzberg’s executives. They followed Mintzberg’s procedures and his 
method o f recording the observation.
The results support strongly Mintzberg’s chronological and contact analysis. They 
validate further Mintzberg's characterisation of executive work. They also affirm 
M intzberg’s hypothesis explaining the variations of executive work. In fact the data show 
that the larger the organisation, the more time executives spend in formal communication 
and the less fragmented their activities. The study also indicated that executives in more 
competitive environment, spend more time in unscheduled meetings and have more 
fragmented activities. This finding supports Mintzberg’s hypothesis that, the more 
dynamic the organisation, the more varied and fragmented the work.
Replicating M intzberg’s study, Kurke and Aldrich (1983) have confirmed the validity of 
his results, reinforcing the image o f executives as operating in a work setting 
characterised by fragmentation, brevity and concentration on live media. Although using 
Mintzberg’s categories in analysing their mail and contact records, Kurke and Aldrich did 
not mention the 10 managerial roles of Mintzberg.
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Kotter (1982a and 1982b) has performed another observational study o f executive work. 
A professor o f organisational behaviour at Harvard Business School, he based his study 
on interviews and structured observation of fifteen general managers across the United 
States. All the fifteen were from the private sector. Almost all o f them were in executive 
positions. His data collection involved three visits to each executive over six to twelve 
months. From the visits he collected relevant documents pertaining to the organisation 
and the executive. He interviewed the executive and a few of his supporting personnel 
and observed the executive’s minute-to-minute activities. He also gave a questionnaire 
asking for the executive’s background.
From the data collected, Kotter has suggested three main activities o f executives. These 
are agenda setting, network building, and execution. Agenda setting covered short, 
medium and long-term responsibilities. They included goals, priorities, strategies and 
plans that are not in the written documents. Kotter has stated that in comparison with a 
formal plan, the executives’ agenda tended to be less detailed In financial objectives and 
more concerned with strategy and plans for the organisation. Kotter’s study has suggested 
that executives do not begin their job with a clear-cut set of objectives and policies. 
Instead, they spend time developing a loose set of goals and plans. Network building 
means developing co-operative relationships with all those people who may play a role in 
the development and implementation of the executives’ emerging agenda. This means 
not only relationships with the subordinates, but with everybody upon whom they 
depend. These may be their peers or outside individuals and groups. This is similar to 
Mintzberg’s interpersonal role o f liaison. To Watson (1987) this means that managerial 
work is essentially social rather than ftmdamentally analytical. Execution is the task of 
implementing the agenda. An executive canies this out with the assistance of the network 
that he has set up. An executive may use his position, his knowledge, and his infonnation 
to help in implementing the task. Kotter has shown how effective executives skilfully use 
their access to institutional resources to build political alliances and influence people. He 
has revealed, for example, how executives obtain information and support from 
SLipeiwisors without appearing to be over-demanding or inadequate; how they seek to 
motivate and supervise subordinates; how they elicit co-operation from corporate and 
external groups despite resistance.
46
Unlike Mintzberg, Kotter did not show detailed analysis o f his observations. Despite 
obseiwing and recording 500 hours of executive activities, he did not elaborate on these 
activities. This may be because the objectives o f his study were broad. Besides studying 
what executives do daily, he also looked into their job demands and how these vary 
between jobs, businesses and corporate contexts; why executives are effective and how 
their personalities and backgrounds play a part. Though the methods he used were 
extensive and cover three times more executives than Mintzberg, he did not consider the 
content o f executive work extensively.
Luthans, Hodgetts and Rosenkrantz (1988) have performed a more recent study of 
managers’ work. Fred Luthans is a professor of management at the University of 
Nebraska. Richard M. Hodgetts is a professor o f management at the College of Business 
at Florida International University in Miami. Stuart A. Rosenkrantz is an associate 
professor o f management at Eastern Illinois University. They did a work study on forty- 
four managers. However, unlike Mintzberg’s and Ko tier’s studies, these managers were 
not all executives. They were managers from all levels with titles such as plant manager, 
store manager and district manager coming from both public and private sectors. This 
study on managerial activities was a preliminaiy study of what successful and effective 
managers do.
The researchers used unstructured observation. However, instead of perlbrming the 
observation themselves, they used trained observers to follow the forty-four managers for 
a varied hour each day over a two-week period. They compiled activity data from the free 
observation and organised them into twelve categories of managerial activities. However, 
for ease of presentation and to synthesise the activities, they consolidated these twelve 
categories into four groups. These are communication, traditional management, 
networking, and human resource management.
The communication activities cover exchanging information and handling paperwork. 
Exchanging information may take the form of scheduled meetings. Paperwork handling 
covers the preparation of reports and correspondence.
47
Traditional management includes planning, decision-making and controlling. Planning is 
the setting of goals and tiie reviewing of performance. Decision-making involves making 
recommendations to higher management and selecting solutions to problems. Controlling 
means a manager checks on work progress and inspects finished products or seiwices.
Networking includes interacting with outsiders and socialising or politicking. To interact 
with outsiders, the managers get involved with public relations and become members of 
clubs important to the organisation. In socialising, a manager entertains top-level 
managers and mixes with peers and subordinates.
Human resource management covers motivating, disciplining, managing conflict, staffing 
and training. These are similar to Mintzberg’s leadership role where the manager is 
responsible for reinforcing staff morale, complimenting them for good work or 
reprimanding them for unsatisfactory performance. The manager is also responsible for 
mediating when conflict arises. Finally, he is in charge of recruiting suitable personnel and 
giving them relevant training.
In the context of executive work, this study has several disadvantages. First, many of the 
managers obseiwed were mostly middle managers with no authority over overall policies 
and strategic directions o f their organisations. They are not all, strictly speaking, 
executives. Nevertheless, some o f the activities identified in the study are relevant. 
Secondly, the researchers used third party observers. This provides another level of 
interpretation to the activities, which may affect their accuracy. Thirdly, the method of 
hourly obseiwation each day may not be representative of the managers’ activities. 
Fourthly, there were no records or analysis shown of the observations. Luthans, Hodgetts 
and Rosenkrantz (1988) did not explicitly describe the basis for the 12 categories of 
activities.
Isenberg (1986) has focused on executive cognition rather than action. He has stated that 
executives tend to rely on a general thought process such as using intuition; managing a
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network o f  interrelated problems; dealing with ambiguity, inconsistency, novelty, and 
surprises; and integrating actions into a process o f thinking.
To Watson (1987) managerial work is essentially social rather than fundamentally 
analytical.
These studies have described the elements of executive work i.e. what do executives do, 
highlighted the distribution o f executives’ time between tasks, and show the interactions 
involved, i.e. with whom executives work. Many o f the studies also described the 
characteristics o f executive work. It is fragmented. It is difficult to control and it is very 
diverse. It combines a specialist and a general element. It varies by duration, recurrence, 
unexpectedness and source. Much of an executive's activity consists of asking or 
persuading others to do things, involving the executive in face-to-face verbal 
communication o f short duration. Much time is spent in day-to-day trouble shooting and 
ad hoc problems. These studies have offered a better understanding o f executive work 
compared to the traditional picture o f management portrayed by those writers o f the 
classical school. Among these various studies, Mintzberg's study seems to be the most 
comprehensive research on the content of executive work. The people he surveyed were 
executives, and they represented both the public and the private sectors. He described 
thoroughly the method of structured obseiwations used and the ways these observations 
were initially recorded and subsequently coded. Kurke’s and Aldrich’s (1983) replication 
o f Mintzberg’s study adds to its credibility. Their analysis was veiy detailed, covering 
their correspondence, their contacts and the chronology o f events. The categorisations of 
their activities from which the ten executive roles were developed was fully described and 
analysed.
2.3.3 Theories of executive work.
The study of executive work has a long history. Executives have themselves described 
what they do. Academics and industry-based researchers have observed executives at 
work. Psychologists, sociologists, political scientists, and anthropologists have speculated 
on the nature o f executive work. The empirical work shows some coherence, but there is 
no single theory which successfully explains what executives do. Figure 2.2 offers one 
possible classification o f the existing theories.
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Understand Decide Implement
Individual
Group
Learning satisficing Commanding
Sensemaking Bargaining Persuading
Figure 2.2: Theories of Executive Work
It might be said that there are six traditions o f theorising about the nature o f executive 
work. Two dimensions are sufficient to characterise the relationship among these six 
traditions. The major concerns what activity is assumed to be central to executive work. 
The minor concerns whether the executive is an individual actor or a leader within a 
group.
The fundamental assumption underlying much management theory is that the central 
activity o f management is decision-making. While workers perform repetitive tasks, 
managers solve problems. Executives are managers who solve difficult, ambiguous, 
strategic problems. At first sight this is a reasonable presumption. However, 
investigations during the last 30 years have done little to clarify the process of decision 
making.
First, problems do not present themselves well formed to a manager. For example, none 
o f the American automobile manufacturers viewed the appearance of compact Japanese 
cars within the United States in the 1960s as a problem. Executives particularly work in 
uncertain or even confused circumstances. Some theorists, therefore, have argued that
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there are no clear-cut problems which provoke the need to decide. Rather they believe 
that executives constantly scan their environments in order to learn what is happening. 
Hence, the realisation o f problems arises from an executive’s attempt to understand what 
is going on around him. A number of prominent educationalists, psychologists, and social 
psychologists have proposed that it is the shaping of this constant stream of intelligence 
which is the fundamental activity of executives. To some extent a decision occurs at the 
instant in which an executive’s interpretation of events has solidified into a conviction.
A second problem with the view that decision making is the central activity of the 
executive is that it assumes that decisions are self-executing. Decisions are not 
tantamount to action. This point was most evocatively made by Harry Truman who 
observed General Eisenhower, the newly elected U.S. President, “ he’ll sit here and he’ll 
say, ‘Do this!’ And nothing will happen.” (Neustadt, 1960,p.9). Effective executives 
execute. Clearly, the words “ executive” and “ execute” have the same stem. Historians 
and political scientists have consistently made the point that successful heads of states 
and o f organisations get things done. Identifying what needs to be done and how it is to 
be done is o f little interest, if it is not done. Within these contexts theories have arisen 
which assume that implementation is the central activity of the executive.
The minor dimension to the proposed classification o f theories o f executive work 
concerns whether an executive acts individually or as part o f a group. The intersection of 
either o f these two presuppositions with each of the three assumptions about the 
fundamental activity o f executives forms a category of theories o f executive work.
2.3.3.1 Learning
Decision-making has always been viewed as the primary role o f executives both at an 
individual and the group level. This view denies that executives search for meaning and 
understanding o f their organisational context. March and Sevon (1984) have written:
To see life, or management, as decision making is to see it 
inadequately; and one of the reasons that much of the 
information that is communicated in organisations, as in life, is
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not obviously relevant to decision making is that choice is not 
as compelling a metaphor for managers or other individuals as 
it is for students of choice, (p. 102),
What March and Sevon are clearly saying is that individual and organisational life is 
better seen as dedicated to developing interpretations of events and understanding past 
history than to making choices. Understanding is after all a prerequisite to intelligent 
choice. Hence, knowledge of interpreting and understanding and of predicting and 
forecasting events are more fundamental. March and Sevon continue, “ because 
understanding what is going on is important, people who understand what is going on are I
viewed as people o f importance” (p. 103). If  understanding is the primary role of 
executives, this explains why they are considered the most important people in an 
organisation.
Learning enhances understanding. Aigyris (1982) has described learning as a process in 
which people discover a problem, invent a solution to the problem, produce the solution, 
and evaluate the outcome, leading to the discovery of new problems. The process o f 
learning involves the process of researching pre-existing attitudes, perspectives, beliefs 
and understandings.
Kolb (1984) defines learning as “ the process whereby Icnowledge is created tluough the 
transformation of experience.” This definition emphasises several aspects. The first is 
the focus on the process o f adaptation and learning as opposed to content or outcomes.
The second is that knowledge is a transformation process, being continuously created and 
recreated. Third is that learning transforms experience.
Piaget, a well known Swiss developmental psychologist and genetic epistemologist has 
offered probably the best known theory of learning. Piagef s work focuses on cognitive- 
development processes in children, that is on the nature of intelligence and how it 
develops. He saw his studies as the key to understanding (he nature of human knowledge.
Simply stated, Piaget’s theory describes how intelligence is shaped by experience.
Intelligence is not an innate internal characteristic of the individual but arises as a product
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of the interaction between the person and his environment. Piaget's theory revolves 
around four important concepts. These are:
Schemata - intellectual structures that organise events as they 
are perceived by the organism into groups according to common 
characteristics. At birth, schemata are reflexive in nature. As the 
child develops, schemata become more differentiated, less 
sensoiy, more numerous and the network they form becomes 
increasingly more complex. The schemata of the adult evolve 
from the schemata of the child through adaptation and 
organisation.
Assimilation - the cognitive process by which the person 
integrates new perceptual matter or stimulus events into 
existing schemata or pattern of behaviour. The process of 
assimilation allows for growth of schemata.
Accommodation - creation of new schemata or the modification 
of old schemata. Both of these actions result in a change in or 
development of cognitive structures.
equilibrium - is a balance between assimilation and 
accommodation. (Ginsburg, 1979).
In Piaget’s ternis the key to learning lies in the mutual interaction o f the process of 
accommodation o f concepts or schemas to experience in the world and the process of 
assimilation o f events and experiences from the world into existing concepts and 
schemata. What this mean is that, in facing new experiences, an individual will try to 
assimilate these into his existing concepts and understandings and in so doing his 
concepts or schemata will grow. However if he fails to assimilate these, he will then have 
to accommodate these new experiences by changing or creating new concepts. Learning 
is thus accomplished through this continuous adaptation between assimilation and 
accommodation.
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Piaget’s theoiy o f learning explains the learning role o f executives. An executive learns 
from experience. Pie acts, observes the consequences of his action, makes inferences 
about those consequences and draws implications for future action. The ideas, beliefs 
and attitudes individuals come to hold are the results of these learning process. Learning 
is then a form o f altitude formation and adaptation. Learning occurs when individuals 
respond to changes in the internal and external environments by detecting and correcting 
errors in their theory-in-use (Argyris, 1982) and embedding the results o f their inquiry in 
private images. Through learning an executive is able to relate observed events to their 
future consequences and to their underlying causes. He can establish the link between his 
past choices and the subsequent state of his organisation.
The view that learning is the primary activity of the executive makes the role of 
information critical. An executive uses information to learn about his organisation and its 
environment. Pie needs to do strategic scanning ( El Sawy, 1985) where information 
about events, trends and relationships in the organisational environment is obtained to 
assist the executive in identifying and understanding the strategic threats and 
opportunities facing the organisation. He uses information to develop mental models of 
how his organisation and its environment function and plans for the direction that it 
should take.
This learning perspective is partly explained by Mintzberg’s monitoring role. He has 
written:
The manager as monitor is continually seeking, and being 
bombarded with, information that enables him to understand 
what is taking place in his organisation and its environment. He 
seeks information in order to detect changes, to identify 
problems and opportunities, to build up knowledge about his 
milieu, to be informed when information must be disseminated 
and decisions made. (Mintzberg, 1973,p. 67).
Thus tlirough his monitoring role, the executive learns about the happenings in and 
around his organisation and these become the basis for his actions and decisions.
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2.3.3.2 Sensemaking
Theories o f  learning offer some insight into how an executive acquires an understanding 
o f the world in which he operates. They also suggest how an executive realises that a 
discrepancy exists between the way the world is and the way he desires it to be. However, 
since these theories view learning as an act of individual cognition, they say nothing 
concerning how an executive’s understanding may become shared by an entire 
organisation and how it can be translated into concerted action. Theories o f sensemaking 
address these two deficiencies and so provide a more persuasive explanation of 
organisational learning.
W eick’s explanation o f sensemaking is probably the best known. He begins his 
discussion by contrasting ignorance and confusion. Problems arise because the world is 
not as one wishes it to be. Overcoming the difficulty depends on understanding the causal 
structure o f a situation and having a preference for how it should be altered. Members of 
an organisation may disagree about the causal mechanism and may even have different 
preferences. They, therefore, will dispute the possible solutions. This is characteristic of 
ignorance. Weick and Meader believe that information decreases ignorance. They have 
written “ [pjeople experience uncertainty because they do not yet have an answer to the 
question o f options, but they do laaow that some kind of answer is possible. And they 
know that as more information is obtained, they will have a better sense o f what the 
answer might be.” (Weick and Meader, 1993,p.233-234).
Confusion, on the other hand, occurs when equivocality about causal relationships and 
preferences exist. In this situation individuals can not determine whether the right 
question is being asked or whether there is even a problem. Weick and Meader have 
explained “ [t]he activity o f bracketing and framing an event as a decision, with some 
amount o f agreement concerning its causal structure and some amount of agreement on 
preferences for its outcomes, is a process o f sensemaking” (Weick and Meader, 1993,p. 
234).
Confusion then “ ...leads to the exchange of existing views among managers to define 
problems and resolve conflicts ...” (Daft and Lengel,1986b, p.557). This exchange
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sharpens their understanding both o f potential causal mechanisms and o f potential 
preferences among them. More importantly, interpretations begin to emerge concerning 
the plausibility o f the various potential causes and preferences and the executives begin to 
discover whether they agree or disagree on these interpretations.
Throughout his writing Weick refuses to offer an explicit model of sensemaking. Instead 
he provides metaphors, heuristics, and characteristics as a means o f helping the reader 
imagine the process o f sensemaking. For example, one explanation which he provides is 
sensemaking occurs when: “ [pjeople concerned with identity in the context of others 
engage ongoing events from which they extract cues and make plausible sense 
retrospectively, all the while enacting more or less order into those ongoing events” 
(Weick, 1995,p.l8).
This statement attributes seven characteristics to sensemaking. Sensemaking is:
i. Grounded in identity
ii. Retrospective
iii. Enactive o f sensible environment
iv. Social
V. Ongoing
vi. Focused on and by extracted cues
vii. Driven by plausibility rather than accuracy
Weick immediately cautions that far from being a model o f sensemaking this 
characterisation is only a rough guide. In fact the sequence imposed on the act of 
sensemaking by the sentence is too restrictive because it does not allow for the interactive 
and concurrent nature o f sensemaking to be represented.
His first notion is that sensemaking is grounded in the construction of an understanding 
o f the world. People learn by projecting themselves into their environment and observing 
the consequences. From these interactions they shape their own views of the world and 
their place in it. Flowever, they not only form impressions about their own behaviour 
from the conduct o f others, but they also seek to influence others’ conduct. Hence, these
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interactions are double-edged. They forge the character of the executive, while they 
affect the workings o f his environment.
These interactions constitute for an executive a continuous stream of experience. 
However, experience as we know it consists of discrete events. This is because meaning 
occurs when an executive marks out a portion of this stream of experience from the rest. 
In other words sensemaking demands an individual’s attention. This is a process which 
occurs in the present, but which focuses on the past. Therefore, sensemaking is a 
retrospective activity.
Inteipreting experience is not straightforward. The learning analogy views it simply as 
placing information within the context o f some existing cognitive structure. However, it 
is far more likely that an executive will be faced with a number o f possible meanings. 
Sensemalcing will require him to weigh and measure them if he is to produce a synthesis. 
The interpretation o f an event concludes only when its significance is integrated into a 
pre-existing view. It is, o f course, these views which guide future actions. Therefore, the 
decision to interpret an experience in a particular fashion is likely to cause an executive to 
act in such a way in the future so as to confirm the interpretation. In this manner its 
environment is not something separate and apart from an organisation. The two enact a 
form o f mutual causality because an executive uses his interpretations o f incidents within 
and without his organisation as a guide to action which in turn enacts his environment. 
This process creates constraints on further actions by an executive.
The aforementioned characteristics of sensemaking point clearly to its social nature, it 
does not arise out of individual cognition, like personnel learning. It requires interaction 
with others as a source o f its raw material. It builds expectations as to how others will act 
in the future and it results in measured actions which affect others’ interpretations. In 
short the sensemaking view assumes that thought and social action are two sides of the 
same coin.
Because sensemaking arises out of a continuous stream of experience and leads to action 
which produces further experience, it is ongoing. It never slops. As Weick has written
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“ [people] are always in the middle o f things, which become things, only when those 
same people focus on the past from some point of view beyond it.” (Weick, 1995,p. 43).
O f course, not all o f the continuous stream is interesting. An executive is likely to notice 
the novel, the unusual, the unexpected, the extreme, the negative, or the relevant. Much 
remains unnoticed. Tt is likely that what will be recognised is some characteristic of the 
event rather than its entirety. These cues seiwe as seeds “ ...from which people develop a 
larger sense o f what may be occurring” (Weick, 1995, p. 50).
Finally, because this approach views the relationship between sensation and actions as so 
incestuous, accuracy becomes less important. The chief requirement is that sensemaking 
should produce plausible interpretations which provide a believable basis for action. As 
Weick has concluded “ ....[executives] need to know enough about what ...[they] think to 
get on with ....[their] projects, but no more, which means sufficiency and plausibility take 
precedence over accuracy” (Weick, 1995, p. 62).
Sensemaking as a view o f executive work has not yet been absorbed completely into the 
academic literature (Mintzberg, 1987). However, this approach has some resonance with 
two of the informational roles described by Mintzberg: the disseminator and the 
spokesman.
Mintzberg has observed that executives depend not on historical, aggregated data usually 
found in computer-generated formal reports, but on current data - data which may be 
vague or unsubstantiated. For this reason he has argued that executives must create their 
own information systems by developing their own “ personal network” . Inside the 
organisation an effective executive’s communication will reach beyond the formal line of 
command. Outside o f his organisation an effective executive will seek to develop 
contacts with individuals and other information sources which can keep him abreast of 
happenings which may have a future impact on his organisation.
Mintzberg viewed the disseminator role as requiring an executive to distribute 
information which he gathered from his environment to various parts of his own
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organisation. This information may be factual or it may convey preferences. The 
executive is well suited to the disseminator role because of his wide contacts outside of 
the organisation and his knowledge o f individual responsibilities within it. On the other 
hand, the role o f spokesman reverses the flow o f information. Because o f his position in 
the organisation, an executive will have to speak for his organisation. This requires him 
to keep his board o f directors and his public informed of happenings with his 
organisation.
The premise o f both the disseminator and the spokesman role is still that o f the lone 
executive. Moreover, they imply neither a particular theory of cognition nor even 
consider how an executive absorbs the information he gathers. However, each highlights 
the special position an executive has at the centre o f a web o f communications which 
connect those who work within an organisation with its general public. This web acts as a 
means o f collecting and distributing information. Thus, it provides the right backdrop for 
acting out what Weick calls the “ [cjonsensually validated grammar for reducing 
equivocality by means o f sensible interlocked behaviour” (Weick, 1979, p.3) which 
brings about sensemaking.
2.3.3.3 Satisficing
The most widely held view is that making decisions is the central activity of all 
managers. Much o f the literature concerning MIS and EIS adopts this premise 
unquestioningly. This position presupposes first that problems present themselves well 
formed to executives. Understanding and problem identification are straightforward 
activities. This opinion secondly ignores the difficulties involved with carrying out the 
solution. It assumes that determining what to do is tantamount to doing it.
Classical economics offers the most primitive example of what might be referred to as 
decision theory. It assumes that all individuals are rational decision-makers. In this 
context the term “ rational” implies that individuals always select from among a number 
o f potential choices the one which is most beneficial to them , March and Simon have 
articulated the assumptions which underlie this model:
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1. When we first encounter him [the executive] in the decision­
making situation, he already has laid out before him the 
whole set of alternatives from which he will choose his 
action. This set of alternatives is simply “ given” , the theory 
docs not tell how it is obtained.
2. To each alternative is attaehed a set of consequences the 
events that will ensue if that particular alternative is chosen. 
Here the existing theories fall into three categories: (a) 
Certainty: theories that assume the decision-maker has 
complete and accurate Icnowledge of a probability 
distribution of the consequences of each alternative, (b) 
Risk: theories that assume accurate knowledge of a 
probability distribution of the consequences of each 
alternative, (c) Uncertainty : theories that assume that 
the consequences o f each alternative belong to some 
subset o f all possible consequences, but that the 
decision maker cannot assign definite probabilities to 
the occurrence o f particular consequences.
3. At the outset, the decision maker has a “ utility 
function” or a “ referencing-ordering” that ranks all sets 
o f consequences from the most preferred to the least 
preferred.
4. The decision-maker selects the alternative leading to the 
preferred set of consequences. In the case of certainty, the 
choice is unambiguous. In the case of risk, rationality is 
usually defined as the choice of that alternative for which 
the expected utility is greatest. Expected utility is defined 
here as the average, weighted by the probabilities of 
occurrence, of the utilities attached to all possible 
consequences. In the case of uncertainty, the definition of 
rationality becomes problematic.
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(March and Simon, 1958,p.l37-138).
The difficulties with this approach are obvious. Our common-sense notion of rationality 
corresponds only to the situation in which an executive has:
i. been given a set o f alternative choices
ii. has a certain knowledge o f the consequences o f each alternative
iii. has a precise, consistent, and complete understanding of his preferences
Since such circumstances are rare, the executive usually makes decisions without 
complete information about alternatives, consequences, and preferences. In these 
circumstances he may be acting in a “ subjectively” rational manner. That is to say that 
while he has made the best decision possible given the information which was available 
to him, he might have chosen another alternative had “ he only known better” . Hence, the 
decision always takes place against the backdrop of the executive’s own simplified 
understanding o f the real situation. In this sense human rationality is always bounded 
rather than unlimited.
Arising from their criticism o f the classical view of rationality, March and Simon have 
offered a more refined theory o f decision making. They have argued that problems arise 
from something which happens in the external world (a stimulus). A problem may be 
familiar since it has occurred before. In fact if the problem occurs frequently, there may 
already be a well-defined strategy (a performance program) for dealing with it. However, 
if the problem is novel, the decision-maker must search for possible solutions, invent a 
performance program to effect these solutions, and evaluate the consequences of each 
solution. These are challenging cognitive activities. Therefore, March and Simon have 
suggested that human decision making usually concerns the discoveiy and selection of a 
satisfactory rather than an optimal solution. They have referred to this process as 
satisficing. The need to satisfice arises from the cognitive limitations o f human beings. 
As March and Simon have vividly explained: “ ....to optimise requires processes several 
orders o f magnitude more complex than those required to satisfice. An example is the
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difference between searching a haystack to find the sharpest needle in it and searching the 
haystack to find a needle sharp enough to sew with” (March and Simon, 1958,p.l41).
The view that decision making depends on satisficing is clearly an improvement over 
classical theories in three specific ways. First, the assumption of bounded rationality is an 
improvement over the belief in complete rationality in that it allows for the cognitive 
limitations o f humans. Secondly, it aclmowledges that the evaluation of whether a 
solution is satisfactory is dependent on an executive’s interpretation of the context of the 
problem. Hence, it recognises that understanding is a prerequisite and non-trivial 
precursor to decision making. It views understanding as a complex psychological and 
social process, but it offers no explanation o f that process. Thirdly, satisficing improves 
upon rational decision making in that it makes obvious the role o f in formation in decision 
making. An executive uses information in order to develop his understanding of every 
situation. It is his understanding which determines the minimum criteria for evaluating 
whether a solution is sufficient. An executive must then search for information regarding 
possible solutions to a problem. Finally, an executive must evaluate a potential solution 
against the minimum criteria in order to determine whether it is satis facto ly.
Mintzberg has identified decision making as “ [p]robably, the most critical part of the 
manager’s work” (Mintzberg, 1973, p.77) because it is the aspect which justifies his 
authority. His description o f the process o f decision making drew heavily on March and 
Simon. For example, he argued that “ decisions range along a continuum, from purely 
voluntaiy innovative ones, to involuntary reactive ones (Mintzberg, 1973, p77). The 
model o f the process which Mintzberg described comes from a later book by Simon who 
proposes that the deeision making process has three phases. First, the intelligence phase 
involves the searching for situations requiring solution. Secondly, the design phase 
creates and evaluates alternatives. Thirdly, the choice phase selects one alternative 
(Simon, 1965).
Three of the four activities which Mintzberg has assigned to the decisional roles of 
managers treat executives as an individual. First, he viewed the entrepreneurial role as 
requiring an executive to initiate and to design voluntary programs of improvement
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which he normally supervises directly. Secondly, he viewed the disturbance handling role 
as arising from an unforeseen event which cause an organisation’s standard performance 
programmes to break down, for example conflicts between subordinates or sudden losses 
o f resources. In such circumstances an executive must take immediate charge and the 
disturbance often takes priority over all other tasks because only he can resolve the crisis. 
Thirdly, Mintzberg viewed the resource allocation role as consisting o f three features - 
the scheduling o f his time, the programming o f work, and the authorising o f actions. An 
executive’s schedule announces to the organisation which issues are important and which 
are not. Because decisions concerning the program of work within an organisation are 
usually made in association with an improvement program, the executive often makes 
programming decisions in association with his entrepreneurial role. When an executive 
simply authorises the actions of a subordinate, he is acting as an individual. However, the 
task o f authorising others’ decisions is usually more complex.
2.3.3.4 Bargaimug.
March and Simon have defined conflict as a “ breakdown in the standard mechanisms of 
decision-making so that an individual or group experiences difficulty in selecting 
alternative actions” (March and Simon,1958, p .112). It is, therefore, dysfunctional. 
March, himself, has pointed out the naivete o f this assumption. In his paper, “ The 
Business Firm as a Political Coalition” (March, 1962), March has argued that firms were 
examples o f conflict systems, that is:
i. They consist o f basic units each o f which have defined preferences;
ii. There is conflict because the preferences of the units are mutually inconsistent 
with respect to the available resources.
In other words organisations consist o f individuals each having their own goals. 
Therefore, conflict is inevitable within organisations. It is the norm, not an abnormality. 
Flence, an adequate theory of decision making must incorporate some mechanism for 
conflict resolution. This implies that decisions arise from the interaction of many 
conflicting interests. An executive rather than acting as an individual is the focal point of 
this web o f interests.
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Classical economics proposes that the payments to the members of the organisation serve 
as an inducement for them to conform to a consistent set o f goals. However, March has 
noted that political theorists adopt a more complex hypothesis for understanding the 
process o f conflict resolution. They argue that the individuals have their own interests and 
that executives make decisions on resource allocation by forming viable coalitions of 
individuals (i.e. one in which demands are less than or equal to the resources available to 
the coalition). This he does by bargaining and compromise. Hence, March has proposed 
that when an executive faces a problem there may be a number o f viable coalitions which 
he may create. However, each o f the potential coalitions will result in a solution which 
creates some added value for the organisation. A “ rational” executive will seek the 
coalition which will maximise that added value.
In their book. The Behavioural Theory o f  the Firm , Cyert and March (1963) have 
elaborated the view that an organisation is a political coalition. First, they proposed that 
organisations avoid uncertainty because prediction is unreliable. Instead Cyert and 
March have argued that organisations attempt to negotiate their environments by means 
o f adopting “ good business practice.” This allows them to gain satisfactory profits and 
to promote stability in their industiy. Likewise, organisations avoid internal uncertainty 
by attempting to form and to maintain dominant coalitions which change only slowly 
over time.
There are a number o f ways in which this occurs. First, an organisation’s goals are 
independent constraints imposed on the organisation by the coalition o f members who 
control the organisation. Secondly, organisations do not anticipate problems. They solve 
problems as they arise and they try to treat them as routine. Innovative solutions may lead 
to the need to reformulate the governing coalition. This leads to instability and 
uncertainty. Therefore, organisations avoid decisions which require innovation. Thirdly, 
routine problems can be analysed into their component parts. The structure o f the 
organisation ai ises from the creation o f specialised units to deal with specific components 
o f routine problems. This reduces conflict because it clearly limits the set o f problems 
with which any part of the organisation deals and likewise reduces the constraints 
impinging on the solution. This results in a condition to which Cyert and March refer as
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“ local rationality” . Fourthly, by factoring a problem into a number of smaller problems 
handled by different units within the organisation, a weak fomi of consistency can be 
created. Many o f the individual decisions which are made will not be inconsistent with 
one another and those which are inconsistent can draw upon excess organisational 
resources to overcome any difficulties which arise. Fifthly, organisations avoid conflict 
by sequential attention to goals, that is by doing one thing first and then the opposite. 
Wliile the organisation takes different approaches at different points in time, at any one 
instant its choices seem consistent. This description o f organisational decision making 
defines the coiporate form o f satisficing.
Organisations also simplify their search for solutions. Cyert and March have proposed 
that problems arise from failures to meet goals. Problems, not a need to understand, 
trigger searches. The department responsible for the unfulfilled goal will instigate the 
search. This means that the search is biased. They also assume that most searches follow 
a simple pattern. A searcher first explores the neighbourhood o f the problem and if this is 
not successful, then he examines the neighbourhood of the current alternatives. This 
procedure reduces the likelihood o f finding radical solutions. O f course, if  this strategy is 
unsuccessful, the searcher may have to adopt more complex strategies.
There are two components to the model offered by Cyert and March (1963). The first 
assimies that organisations consist o f individuals who have their own goals and that in 
order to accomplish anything organisations have to be governed by coalitions which 
agree a high-level set o f objectives. However, they say little about how these coalitions 
are formed. Secondly, they have argued that in order to preserve these dominant 
coalitions organisations adopt a variety o f simplifying strategies for creating subgoals, for 
searching, and for deciding. These provide more detail to M arch’s and Simon’s 
hypothesis o f satisficing, but they offer little to suggest how an executive actually 
employs bargaining to create coalitions,
Cyert and March have succeeded in placing decision making within the context of 
bargaining. They have also offered an explanation of how organisations avoid the stress 
and uncertainty o f forming coalitions each time they have to make decisions. By relying
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on mechanisms such as the factoring o f problems, the use of standard operating 
procedures, and reliance on negotiated environments, organisations create decision­
making routines. In doing this they have limited the role of executives in this process.
However, problems do occasionally arise which cannot be dealt with reflexively. In these 
cases executives must make strategic or innovative decisions. These situations may 
require the renegotiations o f existing alliances or the creation o f new ones. Cyert and 
March have not really provided an explanation of the role of bargaining in affecting an 
outcome. These are exactly the decisions which are characteristic o f executive work.
In his book The Politics o f  Organisational Decision Making Pettigrew (1973) has 
attempted to supplement this deficiency in Cyert’s and March’s work. The conceptual 
framework which he offers to understand strategic decision making arose out of his 
longitudinal study o f an innovative capital investment decision within a British retailer. 
Here he examined the decision making process as seen, not from the intersanctum of the 
board o f directors, but from the point o f view o f the system analysts and programmers 
who advised them on the selection o f a new computer. This case study uncovers some of 
the mechanisms at work when executives have to search outside the dominant coalition in 
order to inform themselves regarding strategic issues of which they are ill informed.
Like Cyert and March, Pettigrew has argued that decision making is best understood as a 
“ political process that balances various power vectors” (Pettigrew, 1973,p.265). He has 
argued that this process has two phases: demand generation and power mobilisation. 
Since innovative decisions offer organisational actors the best opportunity to voice their 
demands, he believes that such situations provide an excellent opportunity to examine 
demand generation and power mobilisation.
Pettigrew has suggested that the amount of conflict within an organisation at the outset 
o f a decision influences the diversity of solutions offered. Moreover, he has claimed that 
whenever a group lacks consensus, outside pressures will add, rather than narrow, the 
choice. In fact he believes that innovative decisions are particularly important and keenly
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fought because they probably shape the pattern o f resource allocation and the channels for 
bargaining for many years.
These demands are feasible only if  their proponents can mobilise sufficient power in their 
support. This may require modifying demands in order to gain support, negotiating with 
the organisation’s dominant coalition, and undermining opponents’ positions. Pettigrew 
has shown that sensitivity to the political nature o f the process was not sufficient to assure 
success. He has demonstrated that the position and perceived status o f the person who 
voices the demand, the positions o f those who hear the demand, and how widely the 
demand is heard are all crucial determinants o f success.
In particular he found that information was a crucial resource in mobilising power. As a 
result, he has suggested that individuals who sit at the junction o f several 
communications channels will be particularly able to exert bias in favour of their own 
demands at the same time that they convey negative information about their opponents. 
He also found that one’s ability to convey an opinion which directly influences the 
decision is vital. This is partly a function o f one’s position in the structure o f the 
organisation and partly to do with one’s circle of friends and acquaintances. In other 
words an individual’s relationship to the dominant coalition is important because it may 
provide direct access to the appropriate executives. However, it may also be necessary to 
use indirect channels to mobilise power throughout the organisation. In this case the 
accuracy o f one’s perception o f the power structure of the organisation is important. Of 
course, access to the right people is o f no use unless one has the status to make one’s 
demand heard.
Hence, the picture which Pettigrew has provided o f executive activity is that o f an 
arbitrator in the politics surrounding strategic decisions, that is decisions with which 
normal organisational processes can not deal. However, there are restrictions on 
executives in this role because they are heavily constrained by the existing structures and 
personnel within their organisations. As Allison has written:
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Organisational persistence does not preclude shifts in ... behaviour....Thus, some 
kinds of important shifts in the behaviour (of organisations) ..can take place with 
little change in a particular organisation’s parochialism and SOPs [i.e. Standard 
Operating Procedures]. The degree of these shifts is limited by the range of 
existing organisations programs...Occasionally, they [executives] may even 
effect deliberate change in organisations by manipulating the factors that support 
existing organisational tendencies. Even in making these various choices, leaders 
rely for the most part on information provided by, estimates generated by, and 
alternatives specified by organisational programs. (Allison, 1971, p. 87).
This analysis o f innovative or strategic decisions is reminiscent o f Williamson’s 
explanation o f market failures. He has argued that organisations are preferable to markets 
for two reasons. First, in situations fraught with uncertainty or complexity, they offer a 
variety o f mechanisms for compensating for bounded rationality. Cyert and March have 
offered a sophisticated explanation o f how organisations achieve bounded rationality. 
Using these mechanisms it is less expensive to acquire the information required to 
complete a transaction. Secondly, in situations where there are few participants in the 
market, they offer a means o f overcoming the problem o f information asymmetries 
(Williamson, 1981). Again, organisations offer an affordable way o f ensuring that 
infomiation is available to a decision-maker. Flowever, Pettigrew’s examination o f the 
way in which subordinates may use tecluiical knowledge to promote their demands 
demonstrates that organisations do not entirely overcome the problem of information 
asymmetry.
Mintzberg has treated the activity o f bargaining under the executive’s role as a negotiator. 
He has conmiented:
Some writers on the management process have criticised the manager’s 
participation in negotiation activity, suggesting that it is unnecessary and 
nonmanagerial. I believe negotiation is a vital part of the manager’s job. The 
manager participates because as a figurehead his presence adds credibility to the 
proceedings and as a spokesman he represents his organisation’s information 
and value system to outsiders. But most important, as resource allocator the
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manager has the authority to commit organisational resources. Negotiation is 
resource trading in real-time. It requires the presence of someone with enough 
authority to commit the quantity of resources at stake, and do it quickly 
(Mintzberg, 1973, p.91 ).
In this quotation, Mintzberg still treats an executive as the central person in the 
bargaining process, but he now clearly recognises an executive as a participant in a group 
process. He associates this particularly with another decision-making role, resource 
allocation. This is because a programme o f work is one of the likely outcomes o f 
negotiation. In his role as a resource allocator an executive may also authorise the 
outcomes o f negotiations.
Obviously, there are features o f the three other aspects o f the decisional role in the 
bargaining view as well. Because organisations attempt to avoid conflict by a variety of 
mechanisms, Cyert and March have implied that executives act mostly within the context 
o f innovative decisions. This would associate them closely with the entrepreneurial role. 
In fact the description provided by Pettigrew of the executive’s role in bargaining 
resembles disturbance handling more closely than entrepreneurship. O f course, resource 
allocation underpins both activities.
2.3.3.5 Commanding
Probably, the oldest view is that command is the essence of executive work. This belief 
has informed the actions of generals and o f kings throughout written history. Obviously, 
command means the giving of orders which are to be executed unquestioningly by 
subordinates. In fact the term “ executive” refers to implementing instructions fully rather 
than eitlier to understanding or to deciding.
Barnard was one of the earliest to provide an explanation for the phenomenon of 
executive command. In his book The Functions o f  the Executive (1968) he has argued 
that an organisation is a co-operative enterprise o f individuals in pursuit of a common 
purpose. There are three necessary and sufficient conditions for any organisation:
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i. there are persons able to communicate with each other;
ii. who are willing to contribute action;
iii. to accomplish a common purpose.
An executive is responsible for sustaining the equilibrium of an organisation and ensuring 
its survival. He does this by maintaining the lines of communications, by securing the 
services o f individuals, and by formulating, as well as by conveying, the goal of the 
organisation to workers. O f these three executive functions, he believed recruiting 
suitable people and ensuring their commitment to the common purpose are the most 
essential.
Barnard’s fundamental premise was that individuals contribute to organisational 
objectives only when the advantages o f co-operation outweigh the disadvantages. 
Ideally, people aid organisations which are pursuing causes to which they are 
sympathetic. While executives often romanticise the devotion o f their workforce, this 
motive rarely explains why commands are obeyed. Barnard offers three additional 
reasons: coercion, indoctrination, and incentives. Historically, many executives who have 
relied on commanding as a means o f action have used force or the threat of force in order 
to ensure compliance. However, there is a more subtle way. They need not depend on 
compulsion if  they can inculcate people to adopt the programme o f their organisation. 
This deliberate process o f indoctrination is called variously education or propaganda. On 
the other hand, incentives may include material inducements, personal opportunities, 
desirable physical conditions, satisfaction o f personal ideals, social compatibility, and 
others.
Barnard has argued that an executive’s authority to command derives from his 
subordinates’ willingness to accede. O f course, this depends on the means available to an 
executive to reward or punish those below him in the organisational hierarchy. In other 
words the executive’s office provides him with a legitimate basis o f power. However, 
power is a brutal tool. Subordinates may carry out an executive’s instructions because of 
esteem, loyalty, or a sense o f duty. Such sentiments arise as much from the prestige
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associated with the office as from the qualities o f the holder o f the office. Therefore, it is 
both authority and status which underpin the executive’s command.
Fayol echoed this view when he wrote “ [ajuthority is the right to give orders and the 
power to exact compliance” (Fayol, 1949, p.97). Because of his status and because he 
occupies a central position in the communication structure, an executive can direct and 
instmct the courses o f action for subordinates to follow. For this reason Fayol identified 
command as one o f tiie characteristic features of executive work.
Weber saw authority as willing compliance and viewed power as a form of domination. 
To him power is an individual’s ability to impose his will on others despite resistance. 
French and Raven (1960) have argued that the strength o f power a person possesses in a 
given system is his maximimi potential ability to control. They see power as stemming 
from five sources. First is reward power. This depends on both the absolute and 
perceived expectations by the people o f the number o f rewards an executive can muster. 
Second is coercive power. This, on the other hand, depends on both the absolute and 
perceived expectations that punislmient will follow if one does not comply with the 
executive’s wishes. Third is legitimate power. This stems from a value which dictates 
that an executive has the right to command and those below have an obligation to 
comply. This kind o f power rests upon cultural values and acceptance of a social 
structure. Fourth is referent power. It is based on the identificaton o f those influenced 
with those influencing. Fifth is expert power. This stems from the perception that the 
executive is more knowledgeable.
Like Barnard, Mintzberg has viewed the leadership activity, an interpersonal role, as 
being explicitly concerned with the melding of individual demands into organisational 
goals. This, o f necessity, requires the executive to oversee the award of incentives and to 
issue rebuke as well as undertaking many other motivational duties. Interestingly, 
Mintzberg does not encompass the activity o f commanding explicitly within his set of 
executive roles.
71
2.3.3.6 Persuading
In his book Presidential Power Neustadt has discussed the nature o f presidential 
leadership within the U.S. government (Neustadt, 1960). His analysis offers a sharp 
insight into the nature o f implementation. He has argued that a common characterisation 
o f the American President is as "Commander-in-chief’. This view assumes that a 
President’s orders are tantamount to action. However, Neustadt has pointed out that 
presidential instructions are self-executing only if  five conditions are met:
i. There is assurance that the president has spoken;
ii. The meaning o f the order is clear;
iii. The orders are public;
iv. The person who receives the order has the means to cany it out;
v. The general belief that the President’s order does not exceed his 
authority.
(Neustadt, 1960, p. 19)
The view o f an executive as a commander depends on each o f these preconditions being 
met. Neustadt has observed that in fact there are few situations in which all five occur.
Neustadt saw every American President as operating within the context o f five 
constituencies:
i. the executive branch o f government
ii. the legislature
iii. partisans from within his own party
iv. citizens
V. foreign opinion  
(Neustadt, 1960, p. 7).
In order for a President’s edict to be executed he must mobilise one or more of these 
groups to his cause. In certain cases a President may do this by reference to the powers of
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his office. However, these cases are rare. In support o f this conclusion Neustadt has 
offered Jonathan Daniels’, a White House aide to Franklin Roosevelt, obsei'vation:
Half of a President’s suggestions, which theoretically cany the weight of 
orders, can be safely forgotten by a Cabinet member. And if the President 
asks about a suggestion a second time, he can be told that it is being 
investigated. If he asks a third time, a wise Cabinet officer will give him at 
least part of what he suggests. But only occasionally, except about the most 
important matters, do Presidents ever get around to asking three times.
(Neustadt, 1960,p.41).
The reason for this is understandable. Those who would carry out a President’s desires 
themselves have important roles within the American government. They possess status 
and authority in their own right. This fact is a double-edge sword. It is precisely their 
power to deploy resources themselves which makes them useful to a President. Yet, the 
more their powers arise from the sourees independent of a President, the less likely a 
President is to command their actions. Hence, in order to ensure that his instructions are 
carried out an American president must entreat legislators, cabinet ministers, civil 
seiwants, and officials o f his own party to action. As an example Allison has concluded 
from his examination o f the handling o f the Cuban missile crisis during the Kennedy 
administration that most government actions are not the result o f command, but are 
actually resultants "... in the sense that what happens is not a chosen solution to a 
problem but rather results from compromise, conflict, and confusion o f officials diverse 
interests and unequal influences” (Allison, 1971, p. 162).
From this analysis Neustadt has concluded that persuading, not commanding, is the chief 
activity o f American Presidents. Any President may derive enormous bargaining 
advantage from the authority and status of his office. However, Neustadt believes that in 
reality "... presidential power is the power to persuade” (1960, p. 10). He views 
persuasion as the process by which "...someone lacking absolute control seeks to get 
something done through others who have power to resist” (Neustadt, I960, p.31-32). 
Persuasion requires a President "...to induce them [legislators, ministers, civil servants, 
aides, et. al] to believe that what he wants o f them is what their own appraisal of their
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own responsibilities requires them to do in their own interests, not his” (Neustadt, 
1960,p. 46).
Kotter (1982a) has recognised the importance o f persuading within the domain of 
executive work in general. He has emphasised that execution is one o f the most critical 
tasks o f the executive. To him they do this by using their networks together with their 
inteipersonal skills, budgetary resources, and information to influence people and events 
in some direct and indirect ways.
A superficial reading would equate persuasion to Barnard’s notion that indoctrination was 
one o f an executive’s means o f commanding. This is not so. For Barnard indoctrination is 
tlie process of changing people’s minds regarding what is in their own best interest. 
Neustadt understands persuasion to be a means o f convincing individuals that an action is 
in their own best interest. As he has written ‘‘...[t]he essence o f a President’s persuasive 
task with congressmen and everybody else, is to induce them to believe that what he 
wants o f them is what their own responsibilities requires them to do in their interests, not 
his” (Neustadt, 1960, p.46).
Clearly, the distinction between persuasion and command represents opposite ends of the 
political spectrum from democratic to authoritarian governments. In reality most 
organisations fall somewhere between these two ideal types.
Neustadt has identified several features o f a President which influence his ability to 
persuade. Obviously, the first is his authority and status. This, o f course, derives from 
the power o f the office o f the Presidency and accrues to the holder of the office. However, 
if authority and status were sufficient in eveiy situation, bargaining would not be 
necessaiy. Consequently, Neustadt has observed that "[c]ommand is but a method of 
persuasion, not a substitute, and not a method suitable for eveiyday employment” 
(Neustadt, 1960, p.32). Usually, the successful deployment o f authority depends on other 
qualities.
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O f course, the academician would insist that it is the logic of the argument which is 
persuasive. To this Neustadt retorts that the audience always judges the standard of 
discourse from their own view rather than that of its author. So, logic just as authority and 
status, may also be insufficient.
Neustadt believes a President’s professional reputation is usually a more important 
advantage in bargaining than logic. Although all Presidents have the same powers in 
principle, no two exercise those powers in an identical fashion. If these powers are to be 
deployed effectively, a President must be seen to have the will to use the advantages 
provided by his authority and status. Out o f the others’ perceptions o f a President’s 
resolve emerge his opportunities to influence them. In short his bargaining advantages are 
improved or diminished by what others think o f him. As Neustadt has written, 
“ [rjeputation, o f itself, does not persuade, but it can make persuasion easier, or harder, or 
impossible” (Neustadt, 1960, p.63).
A President’s reputation is not dependent on his skill and expertise alone. Too many 
aspects o f an executive’s job are beyond the immediate control o f the incumbent. 
Neustadt has argued that in fact presidential reputations do not arise from the “ slippages 
and errors” in daily events, but from the appearance o f patterns in a President’s actions 
over time. For this reason presidential reputation feeds on the consistency o f his word and 
deeds. This is why Neustadt inlriguingly comments that decisions are the building blocks 
o f reputation. This implies a spiral rather than a sequential relationship between 
decisions and their execution.
Another source o f presidential influence is his public prestige. Congress, civil seiwants, 
his cabinet and his aides may bow to the desires of a President who has a high standing 
among the public. As Neustadt has written “ [a] President’s prestige is thus a factor in his 
influence o f roughly the same sort as this professional reputation: a factor that may not 
decide the outcome in a given case but can affect the likelihoods in every case” 
(Neustadt, 1960, p. 92-93).
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Today, it is generally regarded that personality or, at least, the image o f a personality 
which is promoted by political advertisement is the key factor in detemiining the public 
perception o f a national leader. Neustadt has argued that while it is a factor, it is not 
crucial because once established, an individuaTs public image varies little. Instead he has 
suggested that constituents judge a President most strongly on the consequences that a 
President’s decisions have on their lives. What threatens a President’s prestige is public 
frustration. This observation leads Neustadt to conclude that since a President can not 
control events, he must protect his public prestige by attempting to influence public 
hope. In short, the key to his popularity is his effectiveness as a teacher. If a President can 
make the public think that the hard conditions in their lives are necessary and he can 
make them want to endure with good grace, then his prestige will not be damaged.
Neustadt identifies four characteristics of presidential instruction;
i. The students are habitually inattentive;
ii. The instructor can expect attention from the students only when they notice 
public trouble pressing on their lives;
iii. The instructor teaches less by telling than by doing (or not doing) in the context 
that his students have established in their minds;
iv. What the instructor has previously said and done figure in that context.
(Neustadt, 1960, p. 100).
In other words events give a President an opportunity to gain the attention of the nation 
and also provide the occasions for his teaching. Only when affairs have a direct impact on 
individuals’ lives will they become susceptible to his teaching. Whether his words and 
deeds teach the lesson that he intends depends on how the public interprets what he did 
before and what happens next. Thus, Neustadt has concluded " ...a  President’s own 
prospects for effective influence are regulated...by his choices o f objectives, and of 
timing, and o f instruments, and by his choice o f choices to avoid” (Neustadt, 1960, 
p. 107).
Neustadt has asserted that a President affects his bargaining advantages, his reputation, 
and his prestige by what he says and does. Neustadt has written:
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[H]is choices of what he should say and do, and how and when, are his 
means to conserve and tap the sources of his power. Alternatively, choices 
are the means by which he dissipates his power. The outcome, case by case, 
will often turn on whether he perceives his risk in power terms and lakes 
account of what he sees before he makes his choice. A President is so 
uniquely situated and his power so bound up with the uniqueness of his 
place, that he can count on no one else to be perceptive for him. (Neustadt,
1960, p. 179).
Neustadt has pointed out that it is not the common notion of information which feeds a 
President’s perceptions. It is “ every scrap of fact, opinion, gossip” which bears on his 
interests. He must search widely for such information. He can assume neither that anyone 
or any system will supply this information nor that the infomiation he most needs will be 
volunteered to him by his advisors. He then must inteipret this information within a frame 
o f reference which arises from his exposure to the details o f daily operations and policies. 
Schlesinger has corroborated this portrait o f an effective President in his study of 
Franklin Roosevelt’s presidency:
The first task of an executive, as he [Roosevelt] evidently saw it, was to 
guarantee himself an effective flow of information and ideas... Roosevelt’s 
persistent effort therefore was to check and balance information acquired 
tlirough official channels by information acquired through a myriad of 
private, informal, an unorthodox channels and espionage networks. At times 
he seemed almost to pit his personal sources against his public sources. 
(Schlesinger, 1959; p.522-523).
Hence, the process o f understanding is crucial for a President because it alerts him to the 
public mood and it informs the content and timing of his decisions. These provide the 
foundations o f both his reputation and public prestige.
Although based on the American presidency o f the 1940s and 1950s, Neustadt’s work is, 
perhaps even more relevant today. In his account of his years as an aide to President
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Clinton, M om s has described how the President used information in his battle against a 
Republican congress. He has written:
Clinton gave us a virtually unlimited budget for polling and mall testing. We 
spent months in war games figuring out how to handle different budget-fighl 
scenarios or different Republican attacks on issues. When the hypothetical 
became a reality, we had only to push a button on the computer, and the mall test 
and the poll for that situation would pop up. (Morris, 1997,p. 147).
Morris has claimed that Clinton used this information not to shape his political position, 
but to ascertain on which issues he should focus at each moment. As Wills has written:
Morris learned what things to emphasise, what to neglect. Clinton wanted to talk 
about cutting the deficit and creating jobs, but Morris learned people either did 
not believe these claims or did not care about them - that it was a waste of time 
and money to advertise them though Clinton kept trying to. “ Stop trying to get 
elected for the right reason. Just get elected” (Wills, 1997,p.5).
The particular portrait o f persuasion which Neustadt drew within the context of the 
American Presidency is reminiscent o f the ancient discussion o f rhetoric offered by 
Aristotle (1926). Aristotle suggested that arguments have three aspects. The first is the 
quality o f the argument itself. This feature is logos from which logic, the study o f the 
structural principles of argumentation derives. The quality of a President’s logic may 
have an effect on his persuasiveness, but it is likely to be limited. He will always find 
constituents who will use reason to support their own self interest. The second is esteem 
for the author o f the argument. This feature Aristotle termed ethos or character. A 
President’s ethos has three distinct sources. He has authority and status arising from his 
position. He has a professional reputation among those within the government whom he 
must convince to do his bidding. This arises from their estimation o f his skill in and 
determination to use the power incumbent in his office, lie also has a public prestige. 
This is more than the personal popularity. It is a measure of his ability to make 
individuals believe that he will have a beneficial effect on their lives or, at least, that he is 
not responsible for their suffering. The third are the opinions and prejudices of the
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audience. This feature Aristotle called pathos which refers to an appeal to the emotions.
As we have seen, Neustadt believes that the professional reputation o f a President 
depends on his ability to convince government officials that what he wants them to do is 
in their own best interests. His public prestige depends on his ability to convince the 
electorate that his policy will have a beneficial impact on their lives.
Command then is a special case of rhetoric in which the authority of the author is 
sufficient to insure the acceptance of his argument. However, in most cases effective 
persuasion requires the reputation o f the author and the strength o f his logic to be 
weighed favourably by his audience. This explains why Neustadt viewed executives as 
being much more dependent on persuasion than command.
Mintzberg subsumed persuading under the interpersonal roles which executives must 
perform. In particular the role of figurehead instantiates the executive concern with the 
authority and status of his office. As a figurehead an executive acts as a symbol for an 
entire organisation. His involvement in this role often affects his own dignity and status.
As we have seen in the context o f command, the leadership activity refers to the exercise 
o f authority. However, a less limited notion of leadership includes the idea o f conveying 
puipose to an organisation. In this larger sense the leadership role corresponds closely 
with Neustadt’s notion o f professional reputation.
Similarly, M intzberg’s impression o f basing is very similar to Neustadt’s concept of 
public prestige. The liaison role refers to the relationship that an executive manages with 
individuals outside his own organisation. He undertakes this activity in order to gain 
intelligence about his environment. More importantly, dealing with constituencies outside 
his organisation also strengthens his own status. This in turn improves his ability to i
I
persuade because it provides him with a better understanding of his customers, 
shareholders or constituents. This in turn may improve his professional reputation within 
the company. The action o f promoting the organisation to the outside world may also 
increase his public prestige. Both of these actions may reinforce his authority and status. !
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2.4 Sum m ary
The chapter has defined the term executive and examined the research on the nature of 
executive work. It then summarised the development o f executive work, looking into the 
concepts introduced by writers o f the classical school up to the more recent empirical 
studies. A summarisation o f all these works is then developed to produce a model of 
executive work. Since the aim of this research is to develop and to test a method of EIS 
benefits management, the model is necessaiy in order to assess the role o f information in 
executive work. This understanding will be a basis for the development of generic 
benefits models o f EIS which will be the focus o f the next chapter.
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CHAPTER 3:
EXECUTIVE INFORMATION SYSTEMS
3.1 Introduction
The characterisation o f executives adopted in this dissertation implies that they play 
crucial roles in the lifes o f their organisations. They have ultimate responsibility for its 
day-to-day operation, but also must set its In tu re course. They may at any time have to 
deal with any member o f the organisation, but they also serve as the face of the 
organisation to the world at large. The research concerning the nature of their work 
surveyed in the previous chapter suggests that executives’ tasks are varied, often harried, 
unstructured, and extremely fragmented. Hence, executive work should offer a domain 
rich in potential for the application of information teclmology. Since their advent in the 
early 1980s, executive information systems have offered the mechanism for realising this 
promise.
Rather than revolutionising executive work, the history of EIS offers an ongoing case 
study o f the issues summarised in Chapter 1 - the difficulties of realising the benefits of 
IT. The often-cited advantages of EIS, such as better decision making, are mostly 
qualitative. Few are palpable. Thus, cost benefit analysis and other financial techniques 
which rely on measurement offer meagre insights. Rockart’s and Delong’s sui-vey (1988) 
o f 30 American companies which have used EIS illustrates this point. Not a single one of 
these businesses had performed a cost benefit analysis either before or after 
implementation o f their EIS. Yet, despite their intangible nature, EIS benefits need to be 
managed rigorously if  they are to be realised. As Rockart and DeLong (1988) have 
argued, EIS need systematic management to ensure that they deliver the promised 
benefits because they are risky and expensive, not in spite of the fact.
It is not simply the benefits of EIS which arc qualitative. There is little about EIS which 
is tangible, quantitative, and measurable. There is no agreement within either academe or 
industiy as to the constitution of an EIS. Therefore, this chapter reviews the literature on
executive information systems in order to arrive at an understanding of their essence. It 
argues that there are, at least, three distinct notions of EIS.
i. As tools for scanning and searching for information
ii. As tools for aiding decision-making
iii. As tools for supporting communications
Each o f these conceptions o f EIS entails different features.
This preliminary work provides a context for a discussion of the benefits of EIS. This
examination has two phases. First, the chapter summarises the existing studies into the
nature o f EIS benefits. They represent the opinions o f executives who have used EIS 
beneficially. Secondly, the chapter proposes a model of EIS benefits which is based on 
the information processing theoiy o f organisations and which is supported by a number of 
studies o f the relationship between information use and organisational performance. This 
artifice makes the relationship between the three types of EIS, and explicit benefits 
clearer. The chapter concludes with a suiwey of studies which have identified 
impediments to the realisation of IT benefits. This final section maps these impediments 
against the six different categories o f executive tasks - an activity which suggests the kind 
o f impediments to which each type o f EIS is prone.
3.2 W h at is an EIS?
The literature reveals no commonly agreed definition of EIS. This can be seen from Table 
3.1.
TA BLE 3.1; EIS Definitions
D efin ition S o u rce
i. Intensely dala-oricnlcd system s designed to provide 
information for cxeeu tivc use to im prove managerial 
planning, m onitoring and analysis
Roekarl and Treacy, 1982
ii. Term inal-based system s designed to aid senior executives  
in the m anagem ent o f  the firm
Levinson, 1984
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D efin ition S o u rce
iii. The routine use o f  com puter-based system , m ost often  
through direct access to a terminal or personal 
com puter, for any business function. The users arc 
cither the CEO or a m ember o f  the senior management 
team reporting d irectly to him  or her.
Rockart and D eL ong, 1988
iv. Com puter-based information delivery and 
com m unication system s for senior managers
Pallor and Laska, 1990
V. C om puterised system  that provides executives with  
easy access to internal and external information  
that is relevant to their critical success factors
W atson et ai. 1991
vi. An information system  used to support or shape the 
com petitive strategy o f  the organisation
R cm cnyi,199l
vii. Information intensive system  that is designed to 
support the decision-m aking o f  the m ost senior 
execu tives in a large organisation
Whymark, 1991
viii. An EIS deals with all o f  the information that helps 
an execu tive m ake strategic and com petitive decisions  
keeps track o f  all the overall business and its 
functional units and cuts dow n on the lim e spent on 
routine tasks performed by an executive
Thierauf, 1991
ix. A  system  that integrates information from internal 
and external data sourees enabling executives to 
m onitor and request information o f  key importance 
to them via custom ised presentation formats
M illet and M awhinney, 1992
X, An EIS is an information system  supported by 
mainfram e or personal com puter, used for various 
business functions on a current basis. The users are 
either the CEO or a m ember o f  the senior m anagement 
team reporting directly to him or her. The system  is 
designed  sp ecifica lly  for them. It can support various 
com m unication, planning and control functions and 
provide access to relevant information o f  a general 
nature
Bergeron and Raym ond, 1992
xi. Com puterised tracking o f  essential data o f  a business 
daily perform ance for executive planning and 
decision  m aking
Moskovvitz, 1995
xii. System  to support execu tives in their very broad and 
general task to tackle key business issues with 
com puter assistance. T his assistance consists o f  the 
provision o f  both information and functions (e.g . drill­
dow n, exception reporting, w h at-if analysis and 
e-m ail) in an integrated w ay
Grundwal and V o d cg c l,l9 9 6
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Researchers have emphasised different aspects and functions o f EIS. Altliough the 
concept is more than a decade old, there is still confusion among practitioners and 
researchers about what constitutes an EIS. Imprecise terminology used by software 
vendors and researchers alike cxarcebates the situation. Software vendors, Tor example, 
promote a wide range o f software packages for modelling and reporting under the label, 
‘Executive Information System’. Even the term EIS itself is uncertain. Levinson (1984) 
has offered the alternative. Executive Support System (ESS). However, Rockart and 
DeLong (1988) have suggested that ESS should be restricted to systems with a broader 
set o f capabilities in addition to information sendees. Similarly, Thierauf (1991) has 
written that an ESS is an extension to EIS. In agreement with this, Watson et al. (1991) 
have conceptualised ESS as including capabilities such as support for electronic 
communications, data analysis capabilities and organising tools. However, to some 
researchers, the term used is not important. For example Palier and Laska have written, 
" What these systems are called does not really matter. What does matter is what they can 
do. John Rockart and David DeLong, early pioneers in the field, called them ESS; we call 
them EIS. You may call them anything you choose” (1990,p.2).
Although a few researchers have adopted this stand, this is not very satisfactory. Having 
an inconsistent terminology will only lead to confusion as each term comiotes different 
meanings to different people.
Confusion between EIS and management information systems (MIS) is also common. 
Millet and Mawhinney have suggested that EIS is an MIS for executives. This is 
reflected in their definition o f EIS, which is; “ A system that integrates information ftoni 
internal and external data sources enabling executives to monitor and request information 
o f key importance to them via customised presentation formats” (1992,p.85).
They have claimed that the literature indicates executives use computers for reporting 
rather than analysing. This supports their view o f EIS as assisting in monitoring. They 
have substantiated this claim by stating that the experts they interviewed used EIS 
predominantly for monitoring. This view, however, is not unique or new. Moore, in
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interpreting results from his studies o f executive computer use, has consequently 
suggested that an EIS is a type of executive MIS. He has written:
Top-most managers are the most remote from the firm’s operations and crave 
status information, opting to use the new medium of the computer for status 
reports. For them, planning, analysis, and other décision-support tools are less 
vulnerable because the nature of their planning task is strategic with less 
structure, vague or conflicting measures of performance, and longer time 
horizons. Their information needs for decision support are soft (qualitative) and 
often require external data (competitor behaviour, regulatory and political 
actions, and social factors) not readily available from within the firm. As a 
result, their planning-oriented tasks are not a good fit for most common 
applications of a budget-focused spreadsheet model. Hence, top executives use 
the new medium more frequently for structured applications of MIS. (Rockart 
and DeLong, 1988, p. 21-22).
Watson et al. (1991) hold a similar view o f EIS. Based on their study o f fifty companies, 
they have concluded that EIS are developed as a result o f pressures for timely 
infomiation. They have found that the EIS in 88% of the companies provide current 
status information and almost all have access to external databases. These findings thus 
reinforce their definition o f an EIS as, “ computerised system that provides executives 
with easy access to internal and external information that is relevant to their critical 
success factors.” (Watson et al. 1991,p. 14).
M oskowitz’s (1995) view echoes that o f Watson’s et al. To Moskowilz, tracking 
performance data o f the organisation and tapping external data sources such as business 
data bases or trade news are the main roles o f an EIS. These help executives in 
understanding changing market conditions and assisting them in shaping the company’s 
best possible response.
This perspective o f EIS as MIS for executives draws largely from the opinion that 
executives' main role is to monitor and to be aware of what is going on in and around the 
organisation, to make sense of things and to translate these interpretations of the internal
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and external environment into appropriate actions. Hence from an MIS perspective, EIS 
provides broad-based information for performance monitoring and environmental 
scanning and assists executives in identifying potential problems. This is thus different 
from a decision support system (DSS). A DSS’s main purpose is to help managers 
analyse and solve problems. To this effect Martin (1989) has written:
Executive information systems are specifically designed to help executive gain 
insights and track critical success factors. The focus of an CIS is to aid a decision 
maker in assimilating information quickly and identifying problems or 
opportunities, not as an aid in problem analysis or resolution. (p.50).
However, there is no consensus on this. Meiklejohn and Harvey (1989) have observed 
that some companies develop EIS with the objective of helping executives’ decision­
making abilities. They have given the example o f an EIS in ICI, the British chemical 
conglomerate. The EIS has some modelling features to help executives to analyse 
decisions. They have quoted Sir John Harvey-Jones, I d ’s original executive sponsor of 
the EIS:
I want to do things with the information that other people may consider crazy. 
Currently, if I have a business simulation I want played, then being the chairman 
it will get done. However, in the process several people get inconvenienced, and 
by the time the model has been run and the results have been presented I have 
moved onto something else. 1 need a system that will allow me to play these 
what-if models in the privacy of my own office, inconveniencing nobody but the 
computer. Nine times out of ten all I will need is a back-of-the-cnvelope solution 
to indicate whether I am going in the right direction. (Meiklejohn and 
Harvey, 1989,p.52).
Rockart and Treacy (1982), the early pioneers of EIS, while staling the use of EIS for 
plaiming and monitoring, have also emphasised its manipulative and analytical capability. 
They have suggested that executives not only use EIS to access status reports but also 
have the capability o f doing some personalised analysis. Depending on executives, the
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analysis may lake the form of some simple extrapolations of trends or elaborate 
simulations to help in strategic decisions.
It is views like these which have led Rockart and DeLong (1988) to suggest that the early 
EIS literature understood these systems as an extension o f the data-driven decision 
support system (DSS) concept. They have written:
In the early ESS literature there is a clear bias (towards DSS). In their work 
Rockart, Treacy, Scott Morton, Levinson, and Keen all saw ESS as an extension 
of a data-driven DSS concept. Despite attempts to distinguish executive support 
system from DSS, the few successful systems they observed bore remarkable 
similarities to DSS. (Rockart and DeLong, 1988,p. 17).
Drawing from literature on DSS, they have reported three major distinguishing features 
ofD SS:
i. orientation to a single decision maker, or class o f decision makers faeed with a 
specific semi-structured decision;
ii. the decision is repetitive, justifying large development costs;
iii. the system is model-oriented and data-intensive.
(Rockart and DeLong, 1988,p.l7)
This may be compared with EIS which serves a different clientele in organisations, the 
top executives, whose broader, more diffuse roles require systems quite different from the 
DSS which serve their subordinates.
Rockart and DeLong have concluded that the major ways EIS differ from lower-level 
DSS are:
i. the application set, which constitutes EIS, may include a range of capabilities 
such as internal and external monitoring, communication and limited analysis;
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ii. the software utilised, which may include products specifically designed for executive 
use;
iii. the implementation process, which may face a new set of problems such as getting 
access to multiple sources o f data which may not readily be available for technical or 
political reasons; defining executive requirements, which may be limited by access 
to executive users;
iv. the organisational impact o f the system, which may be more far-reaching than the 
generally departmental DSS. (Rockart and DeLong, 1988).
Whymark (1991) has argued that no matter how it is viewed, the process o f management 
is fundamentally one o f decision-making, and the process of making decisions and acting 
on them is the business o f management. Thus, any executive support system must 
contribute something to the decision-making process. It must either enable the executive 
to be more efficient at decision-making or enable him to make more effective decisions. 
Based on this reasoning, Whymark has argued that an EIS in providing the various 
information needs o f executives, is a form o f DSS.
Definitions in Table 3.1 suggest that EIS have not only been described as information 
and analytical support systems but have also been frequently quoted as providing 
assistance with communication and office automation. Even in the early days of the 
concept, these capabilities were recognised. For example, Levinson (1984) has noted a 
communication element in some systems. Perhaps, this is the reason he uses the term ESS 
instead o f EIS. Rockart, who earlier defined EIS as having monitoring and analytical 
functions, later changed his definition to include all other support features needed by 
executives. Together with DeLong, he has defined EIS as, “ The routine use o f computer- 
based system, most ofleii through direct access to a terminal or personal computer, for 
any business function” (Rockart and DeLong, 1988,p.l6).
Palier and Laska (1990) and other later researchers such as Bergeron and Raymond,
(1992), and G runw ald  and Vodcgel (1996), all add com m unication capabilities in
addition to the information support provided by EIS. From Edwards and Peppard’s
(1993) classification o f EIS, it is also clear that communication and personal support are 
taken to be important features o f EIS.
The inclusion o f communication support recognises the crucial social role of executives. 
It makes it clear that executives not only monitor performance and make decisions, but 
also must communicate them. They operate in conjunction with and through other 
executives and staff. Visions and goals need to be made known and issues and problems 
need to be discussed and deliberated. Using communication facilities, they can easily 
disperse visions and priorities throughout the organisation. This will improve interactions 
between colleagues and subordinates. As a result, the sharing and exchanging o f ideas 
should improve.
An EIS can not only improve communications in a direct physical sense but also in the 
sense o f making the contact between the executives and others more fruitful. Meiklejohn 
and Harvey (1989) have pointed to a ‘persuasive’ aspect o f EIS. They have stated that it 
is important not to underestimate this aspect as “ executives spend far less time making 
decisions than they do implementing them” (Meiklejohn and Harvey, 1989,p.75). 
According to Meiklejohn and Haiwey, executives spend much of their time sharing and 
communicating their vision to colleagues, subordinates and the world outside, persuading 
them o f its correctness, and motivating them to “ make it happen” . They quoted an 
executive in their survey who said," My job is political, to persuade people, to take other 
people with me. So the simpler and clearer the presentation of information the better” 
(Meiklejohn and Harvey, 1989,p.56).
As this review shows, there is no agreed definition o f EIS. In fact the literature betrays 
three distinct themes with regard to EIS.
The first is that o f an electronic means by which executives can retrieve information. 
This facility allows them either to browse through information without a particular 
problem to solve (Aguilar, 1967) or to search for a particular piece of needed information 
(Huber, 1991). This view corresponds to the belief that an EIS is an MIS for executives.
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Rockart and Treacy who first defined EIS seemed to have this notion in mind. However, 
Millet and Mawhinney have provided the best definition of an Executive Retrieval 
System (ERS): “ A system that integrates information from internal and external data 
sources enabling executives to monitor and request information o f key importance to 
them via customised presentation formats” (1992).
The second is that o f an electronic means of assisting executives in making unstructured 
or semi-structured decisions (Gorry and Scott Morton, 1971). This facility allows them 
to create simulations o f their problems. This requires mechanisms for building and 
executing computer models and a means o f retrieving data as raw material for the model 
or as validation o f the model (Silver, 1991). This view corresponds to the belief that an 
EIS is a DSS for executives. Rockart and Delong were the first to articulate this notion of 
EIS in their book Executive Support Systems (1988). Here they distinguished between an 
EIS which was data-oriented {i.e. its primaiy function was scanning and searching) and 
an Executive Support System (ESS) which was model-oriented {i.e. its primary function 
was modelling and simulation). However, the idea of (ESS) had its roots more than a 
decade earlier in the work o f such authors as Gorry and Scott Morton (1971), Keen 
(1975), and Alter (1977). Nevertheless, Whymark has provided the best definition o f an 
ESS: “ Information intensive system that is designed to support the decision-making of 
the most senior executives” (1991).
The third is that o f an electronic media by which executives may communicate with 
people inside and outside o f their organisation. This facility allows them to exchange 
electronic messages in the form o f text, graphs, pictures, etc. This view corresponds with 
the belief that an EIS is an electronic mail system for executives. The inclusion of 
communications as a prime feature o f EIS was an afterthought. By the 1990s many 
existing ERS and ESS began to incorporate this feature. Levinson (1984) may have been 
the first to recognise this aspect of EIS. However, Palier and Laska (1990) have provided 
the best definition o f an Executive Communication System (ECS) as a “ computer-based 
information delivery and communication system for senior managers.”
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The existence o f these three distinct notions of EIS helps to explain the lack o f a standard 
definition. This dissertation adopts the convention that EIS is a generic term. EIS, 
therefore, refers to ERS, ESS, and ECS as well as any combination o f these. For this 
reason EIS requires a less specific definition such as that offered by Grunwald and 
Vodegel: “ [A] System to support executives in their very broad and general task to 
tackle key business issues with computer assistance ” (1996).
Having defined this categorisation of EIS, it is now possible to suggest the impact that 
EIS might have on executive work. An ERS has direct relevance to the view that 
learning is the prime task o f an executive. The literature on ESS assumes that decision 
making is the essence o f executive work. Wliile little has been written about ECS, they 
clearly have an effect on implementation either by means of direct command or by 
persuasion. Since ECS provides the means o f interacting with groups, one should be able 
to combine it with an ERS in order to improve the activity of sensemaking within a group 
of executives. Alternatively, one should be able to combine it with an ESS in order to 
improve the activity o f bargaining.
3.3 What are the distinctive features of EIS?
There are five characteristic features o f EIS. TIuee of them determine the three 
categories o f EIS - information retrieval, decision support, and communication. They are 
improved information, modelling and simulation tools, and electronic communications. 
The fourth feature is the ability to integrate any information, models, and messages which 
arise from the base capabilities. The fifth is an easy-to-use interface which encompasses 
the entire system. Figure 3.1 shows the architecture for an EIS which relates all five 
features.
3.3.1 Information
The crucial feature o f an ERS is the capability to assist an executive in scanning and 
searching. An ERS does this by speeding access, by offering improved information, and 
by supplying tools for analysing this information.
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Integration
Interface
MODELLING & 
SIMULATION
COMMUNICATIONINFOIUVIATION
FIGURE 3.1: An EIS Architecture
Electronic access to information does not necessarily result in swifter retrieval. 
Browsers, filters, and keyword search techniques expedite scanning and searching. The 
ability to integrate and to manipulate information from a variety o f sources speeds 
complex inquiries. An interface which is easy to use and which presents information 
clearly and understandably also hastens access. For example, the use of exception 
reporting allows an executive to identify problems more quickly.
The improvement in information takes several forms (Bergeron and Raymond, 1992). 
First, the information is novel. That is to say that it is unavailable from any other source. 
Often, this means that the information can only be gathered by hand, but it would be too 
costly or too time consuming to do so. Hence, an executive is able to consider 
information which would not be available otherwise (Silver, 1991).
Secondly, observation of executives have found that the information which they use 
comes from a wide variety of sources (e.g. Mintzberg, 1975). Authors have categorised 
these sources simplistically as those from outside and those from inside the firm. The 
internal information on performance and finance may come from “ transaction processing 
systems, financial reporting systems, commercial information sources, text files, and 
manual data collection” (Vandenbosch and Fluff, 1997). However, academic studies
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consistently find that executives rely more on external than internal information 
(Aguilar, 1967 ; Keegan, 1974 ; El-Sawy 1985). This may well be because executives 
have responsibility for shaping an organisation’s response to environmental change. 
Information indicating a need to change is most likely to come from outside, not inside, a 
company. Hence, an ERS should draw external information from an even wider variety 
o f sources including public databases, trade figures, news services, competitor analyses, 
and government departments (Young and Watson, 1995). More recently, ERS have 
incorporated access to the World Wide Web.
Thirdly, Mohan et a i  (1990) have argued that an executive who has access to detail and a 
good understanding o f it can change employees behaviour. Rockart and Delong (1988) 
have offered the Banco Internacional as an illustration of this adage. The information 
available to executives is often highly summarised and so may obscure more than it 
clarifies. An ERS should hold complete information and allow an executive to select the 
level o f aggregation which is most useful to him.
Fourthly, Mohan et al. (1990) have pointed out that another feature o f making complete 
information available to an executive is a reduction in bias. Huber (1982) has described 
the mechanisms by which the content o f a message may be distorted as it is passed 
upward in a hierarchy. An executive who has access to the raw data upon which the 
message was based will be immune to deception.
Fifthly, the process o f summarising information takes time. Therefore, executives rarely 
have up to date information. More timely information may result in faster response to 
problems and opportunities. In a sui-vey o f 260 American managers in the public sector 
Kiaemer et al. (1993) have found a strong correlation between the currency of the data 
found in their EIS and their perception of the systems utility.
Finally, the ability to filter and to aggregate information results in information which is 
more relevant to an executive. Often, executives have received a mass o f information 
which is not tailored to their individual needs. Reports which take the form of a pile of 
computer printouts are the best known example, but manually prepared information may
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not be an improvement. The ability to filter unwanted information means that executives 
can limit the information which they see to that which is relevant.
The previous paragraphs have alluded to some of the tools for analysing information 
which are central to an ERS. This feature allows executives to interrogate the 
information. The capability to browse, filter, or to perform keyword searches helps an 
executive place specific data into a wider context. The ability to abstract and to “ drill 
drown” into details is critical in exploiting more complete information. An ERS might 
even allow for statistical summarisation. However, in general it is the ability to prepare 
ad hoc inquiries which is the essential analytical tool. Traditional MIS revolve around 
predefined, standardised reports (Silver, 1991). These rarely respond to the needs of 
executives because they are static. Executives need a more interactive means of 
inspecting information.
3.3.2 Modelling and Simulation
The crucial feature o f an ESS is the capability to assist an executive in modelling and 
simulation. An ESS does this by providing a simple means of creating, manipulating, 
and executing models.
Simulation models are essential in an ESS. They allow executives to build a planning 
model, to vaiy its inputs, and to examine its corresponding outputs. This enables an 
executive to explore alternative business scenarios before making his decision. The input 
to the simulation may be actual financial or performance information for the organisation. 
This activity is popularly known as “ What if?” analysis although to mathematicians it is 
referred to as parametric or sensitivity analysis (Silver, 1991).
Simulation models are fundamental to an ESS because most decisions which executives 
make are semi-structured or unstructured. “ What if?” analysis is the most effective 
means o f dealing with this class o f problems. The word “ support” implies that the 
system should assist executives to exercise their judgement and not to make the decision 
itself. The choice o f word reflects the nature o f the most common types of decisions 
made by executives. Nevertheless, an ESS may include other types o f mathematical
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modelling techniques such as regression analysis, time series forecasting, and 
optimisation methods (Silver, 1991). These tend to be more proscriptive and so are less 
useful to executives.
An ESS might also provide analytic tools for assisting executives in selecting among 
alternatives. As Silver writes:
A decision aid that supports choosing one of many alternative solutions 
might help users scan relevant databases in search of viable alternatives, 
display the alternatives and their associated data in tabular form, produce 
graphical comparisons of the alternatives, allow users to identify 
alternatives which they want to eliminate, select a winning alternative by 
applying user-defined mathematical formulae, and implementing other, 
more sophisticated methods for choosing alternatives. (1988, p. 11)
Young (1989) has suggested that an even broader view should be taken of executive 
support which includes idea processing features.
3.3.3 Communication
The crucial feature o f an ECS is the capability to assist an executive in exchanging 
information within and outside his organisation. An ECS does this by providing a simple 
mechanisms for electronic mail, voice mail, and/or video conferencing.
The global spread o f the Internet and other modem communications linlcs makes it easier 
to deal daily with people who are geographically removed from an executive. The ability 
to communicate asynchronously which is inherent in both e-mail and voice mail make it 
possible to converse with people in a time delayed fashion. This can facilitate the co­
operation and co-ordination within and between organisations.
However, electronic communication is not simply an alternative means o f conducting a 
conversation. An attachment facility within e-mail allows reports, diagrams, and pictures 
to be appended to any communication. Fax, when associated with voice mail offers the 
same potential. O f course, video conferencing allows presentations o f large quantities of
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information to be made at great distances as if  the audience were in the same room as the 
speaker.
Moreover, communication may be not simply bi-directional, but may include a large 
group. List seiwers allow e-mail to be broadcast to a mailing list o f indefinite size. 
Bulletin boards and chat groups offer an alternative means. Of course, the idea of serving 
a community is inlierent in the concept o f video conferencing.
In addition any communication systems usually includes a means o f message 
management which allows messages to be filed, sorted, reused, and archived. This can 
greatly reduce the problems o f disseminating and administering information.
3.3.4 Integration
Integration is a critical feature in any type of EIS. Integration implies that not only is 
information captured within an EIS, but relationships between information are stored as 
well. For example, an ERS may store performance information at the individual unit 
level and it may also store information concerning the hierarchical relationship between 
units. This allows the performance information to be aggregated at the level o f groups, 
departments, business units, or divisions. Likewise, an EIS which incorporates both an 
ERS and ECS should be able to attach charts o f information prepared within the ERS to 
messages sent by means o f the ECS.
The database concept is the feature which makes integration possible. Martin has 
described a database as, “ a collection o f interrelated data stored together without harmful 
or unnecessaiy redundancy to serve multiple applications; the data stored so that they are 
independent o f programs which use the data” (1975,p.22). Since an EIS contains not just 
simple, structured data, but may also include pictures, sounds, graphics, and documents, 
they must depend on heterogeneous database technologies which allows a variety of types 
o f information to be included.
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3.3.5 Interface
The interface to an EIS should be simple to use, highly flexible, consistent in its 
perfonnance and instructive. An easy to use interface is probably the most frequently 
mentioned characteristic o f an EIS. This is undoubtedly because without a simple 
interface an executive is unlikely to use it. Because an executive’s day consists of short 
periods o f time between interruptions, an EIS must be easy to learn and to use. In fact 
Kiaemer et al. (1993) have found in their study o f American public sector managers that 
those who find their MIS most useful are those who are indirect users. That is they 
request information from specialists who use their MIS in response to the request. This 
suggests that many managers would rather not learn to use their MIS and that those, who 
do learn, do not feel that they have gained its full advantages. This outcome is even more 
likely among executives.
One o f the essential features of an interface is that it should allow for the presentation of 
information in a variety o f formats - tables, graphics, or even animations. Colour is 
another desirable feature because it allows good or bad news to be highlighted 
(Silver, 1991). Another important aspect o f the interface is that it allows the executive to 
control the display. This means that he can switch easily from one form o f display to 
another or from one colour, shade, or scale.
It might be argued that ideally an executive should be able to control his EIS by spoken 
command. Many systems currently on the market work by means of touch sensitive 
screens. However, EIS built specifically for individual organisations often use the 
standard mouse driven window-based system. The HT institute has categorised the 
interfaces as shown in Table 3.2
TY PE D ESCRIPTION
Scheduled Reports Batch Oriented 
Predefined, prepared reports 
Not flexible 
No Interaction required
Questions and Answers Interactive, Ad hoc in nature
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Menu Driven User friendly 
Step-by-step procedures
Usually consists o f common, predefined reports 
Prepared for users
Command Language Predefined short codes must be learned by users
Natural language Regular English is used to interact with EIS
TABLE 3.2: Categories of User-Iüterface
Whichever approach to interface design is employed within an EIS, consistency of 
command is crucial. An executive must be able to invoke the same command in the same 
way regardless o f the context. This principle should also extend to similar commands. 
Moreover, when an executive makes a request incorrectly, the system should provide a 
message which explains the reason for the error and should suggest a correct means of 
achieving the desired outcome. When an executive is uncertain as to how to proceed, it 
should be easy for him to request help.
The architecture for an EIS presented in Figure 3.1 incorporates the essential features of 
ERS, ESS, and ECS. This is apparent from Figure 3.2 which provides the more 
elementaiy architectures for each o f these three categories o f EIS. A basic ERS must 
include both an easy to use interface and improved information. An ESS must 
incorporate modelling and a simulation capability encased within a simple interface. An 
ECS simply provides electronic communication by means o f an easy to use interface.
Most EIS are more complex than these simple components. For example, most ERS 
integrate the information (particularly, that which is internal to the organisation) available 
to them within a database. This allows the relationships among different information to 
be presented and makes drill down features and aggregation possible. ERS which support 
executive learning have just such an architecture.
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Interface
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Interface
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Sim ulation
Executive
Retrieval
Systems
Executive
Support
Systems
Executive
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Figure 3.2; Fundamental Architectures for Three Types of EIS
A database also provides standard definitions and interpretations of information. This 
means that the information can be viewed by ail who share the same context. This 
assists greatly in the process of group learning. Moreover, the ability to use electronic 
communications may also expedite this process by allowing asynchronous interaction on 
a wide geographic scale. When added to the basic ERS, integration and communications 
offer a potentially valuable tool for sensemaking.
In practice ESS almost universally include a facility for focused search. They may also 
incorporate other aspects of an ERS such as improved information and databases. Group 
decision support systems (GDSS, 1991) usually consist o f these basic features as well as 
a means o f local communications. GDSS can support the bargaining among executives.
The same ERS which assists an executive in learning may also support him in 
commanding. However, when communications and integration is added, the resulting 
EIS can support persuasion both inside and outside of an organisation.
Hence, different types o f executive activity require different combinations of these five 
characteristic features o f an EIS.
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3.4 What are the benefits of EIS?
3.4.1 Empirical investigations o f  EIS benefits
As with the definition o f EIS, there is no agreement on their benefits. Empirically, users 
experience different benefits from the use of their EIS. As an illustration of this point, 
Rockart and Treacy have offered a sample of executive impressions o f EIS:
The system has been of infinite help in allowing me to improve my 
mental model of the company and the industry we're in. I feel much 
more confident that I am on top of the operations of our company 
and its future path.
Your staff really can’t help you think. The problem with giving a 
question to the staff is that they provide you with the answer. You 
learn the nature of the real question you should have asked when 
you muck around in the data.
Comparing various aspects of our company with the competition is a 
veiy fast way of defining the areas in which I should place most of 
my attention. The system allows me to do exactly that.
I bring a lot of laiowledge to the party. Just scanning the current 
status of our operations enables me to see some things that those 
with less time in the company would not see as important. Although 
the resulting telephone calls undoubtedly shake up some of my 
subordinates, I think in the long run this is helpful to them, too.
Frankly, a secondary, but very real, advantage of the use of the 
system by me is the signal it gives to the rest of the company that I 
desire more quantitatively oriented management of the organisation.
I want my subordinates to think more analytically, and they arc. I 
feel we’re on the way to becoming a significantly better-managed 
company.
{Rockart and Treacy, 1982,p. 86).
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Among the benefits we can gather from these various impressions are increased 
understanding o f the businesses, the ability to share information between executives, 
improved analytical ability, more exact analysis of competition, better monitoring of 
company’s status and performance and more encouragement o f staff to improve.
3.4.1.1 Learning benefit
Rockart and Treacy (1982) have suggested that the most significant benefit of EIS is that 
it offers executives better understanding of their companies and industries. EIS help to 
broaden executives’ outlook, challenge their preconceptions and provided them with 
more insights into their businesses. They have observed the use o f an EIS at Northwest 
Industries. The president o f that firm confirmed that EIS assisted him in understanding 
the business problems and issues. He has said “ [t]he system provides me with an 
improved ability to ask the right questions and to Imow the wrong answers” (Rockart 
and Treacy, 1982,p.86). One of the findings o f a telephone survey made by Rockart and 
DeLong (1988) o f ex.ecutives at 30 US companies is that the major benefit of EIS is in 
allowing executives to develop richer, more up-to-date and more sharply defined mental 
models o f their business environments.
Better mental models are attributed to:
i. improved access to external data;
ii. greater ability to combine data from multiple sources;
iii. more meaningful presentation.
By providing external data and by allowing faster and more timely access to both internal 
and external information, EIS enable faster scanning, providing early warning indicators 
o f potential problems (Leidner and Elam, 1995). Combining data from multiple sources 
enables executives to explore new relationships and improve their grasp of the business. 
They will be able to correlate internal and external information and integrate these 
together into a single model to see the trends. Presenting data in flexible formats, 
combining text, numbers and graphics, helps many executives understand their 
businesses by highlighting trends they might not have recognised with Just tabular data.
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A president o f  a bank which Rockart and DeLong surveyed, indicated that he had 
developed a much different sense o f the dynamics and trends in his business through 
browsing current information of customer accounts. The CEO of a high technology firm 
said he learned o f his firm’s operations and adjusted his thinking accordingly by using 
models o f the interaction between the firm, the industry and the United States economy. 
Meiklejohn and Harvey (1989) have quoted comments made by a chief executive of a UK 
firm, “ At the end o f the month we sit down and go through the system to find out what is 
going on. The trend picture is the only important thing. The graph tells you whether there 
is an underlying trend, or its just one month’s variation” (p.49).
Leidner (1996) has tested the relationship between EIS use and mental model 
enliancements among 86 Mexican executives. The hypotheses tested were part of a 
suiwey to find out the impacts o f EIS use on Mexican managers and their organisations. 
Leidner has measured the enhancement o f mental model by asking the executives the 
extent to which the EIS has had the following benefits:
i. a better understanding of important trends, clearer sense o f where things are going;
ii. a sharper vision and increased understanding of the business;
iii. better insights into the problems and opportunities facing the organisation.
The suiwey supported the hypothesis. Fast and timely access to both internal and external 
information played a significant role in realising the benefit o f improved mental model. 
Meiklejohn and Harvey (1989) have reported on an American international bank using 
EIS not only to monitor its financial activities but also to learn and understand the 
political developments o f countries it has business with and to study the profiles of its 
international customers. They have also quoted a British Airways executive who has 
noted that one o f the major benefits o f the EIS in British Airways was the ability to give 
fresh insights. He said, “ The system improves the quality of your thinking and decision 
making; it helps you to make connections you would previously not have done. It enables 
you to scan more data already sorted to make it assimilable. There is an awful lot to these 
sorts o f system that, by structuring the material right, not only helps you to answer the 
question you started with, but to pose another one as well” (p.85). The benefit of an EIS
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can thus be that executives understand their organisations and their environments better 
and become more investigative.
3.4.1.2 Seusemaldng benefit.
In their study o f EIS use over several years in public and private organisations Palier and 
Laska (1990) have observed EIS may assist the executive in defining, highlighting, and 
reinforcing a specific vision o f organisational priorities. This fosters a shared vision 
throughout the organisation. It happens in several ways:
i. by defining and prioritising the data and functions to be included in an EIS, the 
executive indicates his priorities and helps to institutionalise them ;
ii. by making the EIS data available to others in management, the performance o f key 
sectors o f the firm is readily visible;
iii. by highlighting the people responsible for success, an EIS can improve commitment;
iv. by providing everyone with quality controlled data at the same time, eveiyone is 
using the same facts to make decisions;
V. by improving communication through applications such as electronic mail, an EIS 
can speed up the development o f consensus within the management team;
vi. by providing access to outside information sources, executives can broaden the 
perspectives o f their top management team and tailor their viewpoint of the 
competitive environment.
(Palier and Laska, 1990,p.13-14).
This assistance in creating a shared vision or team building is an important benefit as it is 
the responsibility of executives to steer the organisation in the same direction. With the 
capabilities o f improved communication through mailing facilities which form one of the 
components of most EIS, the task o f team building will be enhanced further. Improved
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communication has been quoted by most EIS researchers as being one o f the impacts of 
EIS implementation (Rockart and DeLong, 1988; Palier and Laska, 1990; Rainer and 
Watson, 1995). In fact, according to Palier and Laska, many corporations have found that 
the electronic mail capabilities of their EIS are more than enough to justify the entire 
system. From these descriptions, EIS clearly play an important part in helping executives 
in their sensemaking role. To illustrate this Palier and Laska (1990) have quoted the 
example o f the U.S. Government Printing Office (GPO). It is responsible for printing and 
distributing hundreds o f millions of documents and in the mid-1980s was having 
performance problems due to labour unrests and to changes o f leadership. The situation 
improved in the late 1980s and its chief executive officer contributed much of the success 
to the EIS. The system monitors the data necessary to tell how well the organisation is 
meeting the goals set up by top management, displaying quality and responsiveness 
indicators throughout the organisation. Palier and Laska have summed up the example, 
“ GPO’s executive information system demonstrates that when lower-level managers 
Imow what senior management expects o f them, and can see how well they are doing, 
they do their jobs well” (Palier and Laska, 1990,p. 15). Belcher’s and W atson’s study of 
Conoco (1993), has indicated a similar benefit. They assessed the value o f the company’s 
EIS. The study was comprehensive and carried out very systematically using semi­
structured inteiwiews and an analysis o f the data collected. Those interviewed said the 
EIS unified the people in the company and served as an essential link between 
management and employees. The comments made by one manager epitomise this view, 
“ I had EIS made accessible to my group so they would have the chance to feel a part of 
the operations. This has been a big boost to the morale o f the group - an unquantifiable 
value” (Belcher and Watson, 1993,p.249). Similarly, Meiklejohn and Harvey (1989) have 
cited an executive who believed that his company’s EIS had resulted in “ stimulation of 
debate rather than things just going through on the nod. The system clearly encourages 
the sharing o f data between executives” (p.51).
3.4.1.3 Satisficing
One of the most quoted benefits of an EIS is thaf it improves executives’ decision 
making. With multiple sources o f information, internal and external, EIS helps in 
making executives feel more confident about their decisions. This comes about as
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information reduces the ambiguity o f the decisions (Palier and Laska, 1990). The system 
gives executives the opportunity to accumulate information about possible future trends 
and hence, to take some o f the risks out o f those decisions. Another aspect o f decision 
making is the speed with which decisions are made.
Depth o f analysis also improves decision making (Leidner, 1996; Leidner and Elam, 
1995). EIS may help executives analyse by providing real-time information and 
additional analytic capabilities, such as drill-down facility and trend analysis.
Studies by Leidner and Elam (1995) and Leidner (1996) have specifically examined the 
impact o f EIS on decision-making. They have measured improvement in decision 
making in teiins o f the speed and the extent o f analysis. They proposed two hypotheses:
i. the more frequent the executive’s use o f EIS, the faster the speed o f the decision
making and the greater the extent o f analysis in decision-making;
ii. the greater the length o f the executive’s use o f EIS, the faster the speed of the
decision-making and the greater the extent of analysis.
Their research supported both hypotheses. The use of EIS speeds the decision making 
process and increases the analytical quality o f the decision. Leidner’s study o f Mexican 
executives confirmed this a year later. Real-time information leads to faster decision­
making and analytic features allow for simultaneous consideration of multiple 
alternatives. Executives obtain answers more quickly and spend less time in meetings. 
They measure the extent pf analysis by studying whether the executives :
i. spend significantly more time analysing data before making a decision;
ii. examine more alternatives in decision making;
iii. use more sources o f information in decision making.
Other studies that support the decision making impact of EIS are Rainer’s and Watson’s 
(1995) , Preedy’s (1990) and W hymark’s (1991). Rainer and Watson have studied 48
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individuals involved with the development and use o f EIS. Eighteen were executives. The 
rest were EIS developers and consultants. The subjects came fi'om seven different firms 
in varied industries. The survey attempted to identify factors that were important for 
successful development and operation of EIS. Though it did not specifically looked into 
the issue o f EIS impacts, anecdotes from the intendcws with the executives did point out 
several benefits that they obtained from using EIS. The provision of timely, accurate and 
relevant information helped in responding quickly to problems and hence speeded up 
their decision making:
I have to have timely information to react quickly to problems. Before 1 had 
my EIS, I depended on my sneaker networks ...you know, guys running up 
and down stairs with computer printouts...for information I needed on a flash 
basis. My EIS is faster (Rainer and Watson,1995,p.153).
Preedy has highlighted the improved decisions o f a large American food manufacturer 
which used EIS. The system provided the company with comprehensive information on 
its performance throughout the regions and highlighted the discrepancies. Their EIS 
became a major tool for decision making. Rockart and DeLong (1988), in their study of 
the 30 companies using EIS, have given the example of Philips Petroleum Company 
which managed to improve their decision making process with the help o f EIS. They 
obtained relevant and accurate information such as economic and political news, as well 
as internal supply and marketing data critical to their pricing decisions. Another example 
o f improved decision making cited by Rockart and DeLong was o f a large retailing 
company. Faced with major revenue losses, the vice president ordered the development 
o f an EIS to streamline the reporting process from the firm’s stores. The EIS was 
successful in providing information which enabled timely and detailed analysis of issues 
and problems and helped in redirecting their business. A similar example is the Conoco 
study which also emphasised the benefit of improved decision making. There was a 
strong agreement among the EIS users, that the EIS application had enlianced their ability 
to analyse market supply and demand conditions. From these they had been able to 
respond quickly to problems and opportunities. Whymark (1991) in his study o f the 
implementation o f EIS for the Australian Navy has found that the system benefited the
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admirals in their decision making through the provision o f all critical information at their 
fingertips.
3.4.1.4 Bargaining benefit,
EIS also brings benefit to the process of consensus development. Executives in an 
electronics corporation cited hy Rockart and DeLong (1988) round that they were able to 
focus on more strategic questions dealing with the performance and future of the 
company. With the standard information provided by the EIS, there were fewer 
arguments about validity o f the performance and who had the right figures.
3.4.1.5 Commanding benefit
One o f the possible results o f an EIS may be to expand the range of information which a 
senior executive can see, improving his visibility of events at the operational level. He 
can increase his span o f control and offer much greater scope for personal intei-vention. 
Palier and Laska (1990) have cited an example o f an EIS installed in a US retail chain 
store. The EIS provides executives at headquarters information on the daily sales. 
Through the EIS the Chairman was able to monitor any exceptional increase or decrease 
in sales and ordered appropriate action. Meiklejohn and Harvey (1989) have quoted an 
executive who said that, “ an EIS sends a signal to the rest of the organisation about 
management concern and on the principle that what gets watched gets done, 
institutionalise this process o f control” (p.59)
3.4.1.6 Persuading benefit
Palier and Laska (1990) have given an example o f how EIS can benefit executives in 
their role as persuaders. They have reported the case of the U.S. Aimy Corps of 
Engineers headquarters in Washington D.C. The General in-charge made use of EIS to 
answer congressional questions. With the EIS, he was able to give the answers 
immediately. The important thing is quick response. It is important that members of 
Congress feel that an agency is responsive to their needs as Palier and Laska have quoted: 
“ In the final analysis, Congress holds the purse strings, and members sometimes judge an 
agency as much by how it answers inquiries as by how successful it is at its legislated 
mission.” (Palier and Laska, 199Q,p. 11). The benefit here is the good image that
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Congress had o f the engineering corp. Meiklejohn and Harvey have explained how 
executives in a UK Health Authority which they surveyed use EIS as a tool of persuasion:
We had a veiy uncomfortable meeting with The Regional Health Authority 
because we were overspent at the end of the financial year. But a chart we 
showed of the amount of Additional Revenue Allocation - the Additional 
Allocation coming into the district - versus the change in activity, had a striking 
effect on the other side of the table and , I believe, demonstrated our increasing 
efficiency. On another occasion a chart we prepared had a considerable impact 
on local authority representatives at a meeting on joint funding. The discussion it 
stimulated lasted for some 45 minutes and changed the future plans with regard 
to the distribution of joint finance. Perhaps for the first time, members of the 
authority were able to see in readily assimilable form that some of the areas 
where we had a joint responsibility were not receiving a fair share of resources 
(Meiklejohn and Harvey, 1989,p.75).
3.4.2 T ow ards a M odel of EIS Benefits
The number o f operational EIS is now significant. There are a few studies which have 
reported distinct benefits, but these benefits are difficult to describe and to measure. 
They are largely intangible. The association o f these benefits with specific theories o f 
executive work provides some insight into the effects o f EIS. However, the few studies 
performed and the small number o f operational EIS which they represent do not offer 
sufficient obseiwations from which to generalise with any confidence. This may explain 
why there has been no theoretical explanation of how EIS affect organisational 
performance.
3.4.2.1 Towards a Model o f  Cost Reduction
The most obvious benefit o f any information system is to reduce costs. It is also the 
easiest to quantify. The cost o f any activity is the sum of the cost o f the ingredients and 
the cost o f performing the activity. Management is a labour-intensive activity. Hence, 
major savings would arise in any organisation if fewer managers were required.
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The so-called information processing model o f organisations (Galbraith, 1977) views a 
firm as a mechanism for manipulating information in ordei* to overcome uncertainty. In 
this context first line managers collect raw data on organisational performance. It then 
falls to middle managers to process this data by summarising, modifying, delaying, and 
routing it (Huber, 1982). Finally, executives use the information created by their 
subordinates in order to decide how to respond to problems and opportunities.
Drucker has observed that when an organisation begins to view itself as a means of 
processing information ... “ [ajlmost immediately, it becomes clear that both the number 
o f management levels and the number of managers can be sharply cut. It turns out that 
whole layers o f management neither make decisions nor lead. Instead their main, if not 
only, function is to serve as ‘relays’ - human boosters for the faint, unfocused signals that 
pass for communication...” (Drucker, 1989, p.202). The resulting effect o f reducing 
middle level managers in a company is to create a so-called “ flattened” hierarchy. This 
has been one o f the prime concerns o f the recent trend towards business process 
reengineering (Davenport, 1993).
Jonscher has argued further that the most significant characteristic of information 
processing is its extraordinarily high potential for standardisation. Since the task o f 
management is largely information handling, then there must be scope for great 
economies o f scale. He has written:
[0]ne cannot help noticing how standardised are the informational activities 
carried out by diverse businesses. The number of billing clerks per 
accountant, of secretaries per administrator, of telephones per officer worker 
- indeed, practically any measure of the pattern of expenditure on 
informational activities - appears to be stable across industries.... There are a 
few different ways in which it [information] can be stored..., a few different 
ways in which it can be transmitted, and a few different ways in which it can 
be processed.... By contrast there are countless thousands of entirely 
different processes carried out on noninformational goods. There is 
practically nothing in common between the actions of assembling furniture 
and mining coal, (.lonscher, 1994, p. 16).
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This uniformity across industries suggests that there is a great opportunity to reduce the 
number o f middle level managers, not simply by automating a firm’s reporting of 
operational performance but also by creating a generic system for collecting and 
distributing this data which can be employed by organisations in almost any industry.
One illustration o f this benefit is Zeneca, an international chemicals manufacturer, which 
installed an EIS (Work, 1997). This system makes available daily statistics on operations 
from any o f its plants around the world to its Director of Manufacturing in Haselmere, 
England. He is able to view these figures when he amves at work each morning. The 
system highlights any discrepancy between planned and actual figures so that they are 
immediately obvious. The Director often calls the manager o f a plant directly in order to 
ascertain the nature o f any shortfall which he sees in the daily figures. As a result, 
Zeneca has restructured its manufacturing division and removed two levels of 
management - the head o f manufacturing at countiy and regional levels.
Figure 3.3 shows a causal map which explains the origins o f cost reduction. The map 
suggests that two features o f an EIS are essential to realising this benefit. The first is 
improved infomiation. This is because an EIS provides information immediately from its 
source without having been summarised or modified by any intervening managers. The 
second is an easy-to-use interface. This combination o f features provides a new 
organisational capability which allows executives to accelerate the speed with whicli they 
absorb and process information. The mechanism for doing this is the daily performance 
report which highlighted exceptions. This makes it easy for executives to focus quickly 
on problem areas. An organisation which adopts exception reporting will only realise its 
benefits if  its behaviour accords with the innovation. The flattening o f the hierarchy 
represents the realisation of this change. Lower operating costs is the outcome and higher 
perfonnance the ultimate benefit to the organisation.
This causal map offers a very limited view of an EIS as providing to an individual 
executive up-to-date, detailed, operational data in an electronic form which is easy to 
understand. This poses two difficulties. The first is that such a system reflects only
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limited capabilities o f an EIS given the definition of an executive used in this dissertation. 
It is essentially a basic executive retrieval system which focuses only on operational 
performance.
The second difficulty is the impact which such a system might have on an individual 
executive and his organisation. Miller (1993) has speculated that in organisations which 
are in decline executives tend to rely on highly formal, focused information systems and 
conduct relatively less broadly targeted, informal scanning. Gill (1995) has oOered two 
well-known cases studies, Batteiy March and Mrs. Fields Cookies, both of whose decline 
was hastened by information systems which made it easier for executives to monitor 
performance than to scan their environments widely. Organisational theorists refer to this 
as the “threat-rigidity” hypothesis (Staw et a i,  1980) - firms will exhibit a tendency 
toward well-learned or habitual responses when under environmentally-induced threat.
The implication is that an executive retrieval system which focuses solely on operational 
performance may encourage an executive to concentrate exclusively on daily issues. 
Without a complementary means of scanning the external environment for strategic issues, 
an executive may spend too much time on short-term issues and miss the new 
opportunities and threats which will affect the long-term future o f his organisation. 
Hence, such a limited system may have a significant impact on an organisation’s personnel 
costs, but it may also pose a risk to a firm’s ability to adapt.
These suggestions are consistent with academic studies which consistently find that 
executives rely more on information which arises from external sources than from internal 
sources (Aguilar 1967, Keegan 1974, El Sawy 1985). Kefalas and Schoderbeck (1973) 
have reported that executives working in dynamic environments spend more time 
scanning. Gordon and Narayan (1983) have also argued that perceived environmental 
uncertainty causes a greater need for information. Daft ei al. (1988) have offered 
evidence that the more turbulent the environment the more broadly an executive scans. A 
plausible inference of these studies is that the more frequently an executive’s environment 
is changing, the more he depends on external information.
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An organisation may overcome these drawbacks by incorporating external data into an 
existing executive retrieval system. However, this is not likely to have much impact on 
measurable costs. There are several reasons for this.
First, Aguilar (1967) has found that 71% of the external information which executives 
acquire comes from personal contacts outside the firm. Keegan (1974) reports a similar 
figure (67%). Sproull (1984) has emphasised that this information often comes from 
conversations. El Sawy (1985) has also found that most strategic information gathered 
by executives is oral. Deft el al. (1988) have concluded that as environmental uncertainty 
grows executives draw more on personal than written sources.
Secondly, the information which executives use takes a myriad o f foiins. Academic 
studies have consistently made this point (Aguilar 1967, Minlzberg 1973, El Sawy 1985). 
Mintzberg has suggested that the majority of the information is unsubstantiated rather 
than factual. It often concerns opinions and preferences rather than data which can be 
confirmed or disproven. El Sawy describes the information gathered by CEOs to be 
“ mostly gossip and tidbits” (1985,p. 59). Both Aguilar’s and Keegan’s studies support 
this conjecture. Daft et a l  have suggested that this situation may indicate a paucity of 
hard data.
Incorporating data into an EIS from external sources which is qualitative and 
unconfirmed and which supplements data gained from conversations is possible. 
However, it would require much structuring and interpretation to do so. This would 
almost certainly require skilled systems designers, support technicians, and information 
analysts to construct. Such efforts are likely to add somewhat to the personnel in the 
organisation rather than decrease it.
Belcher and Watson (1993) have found that the use o f technology can increase the 
productivity o f analysts who prepared external quantitative data for an EIS. However, in 
the case study which they have described this gain in efficiency did not result in cost 
savings. Instead it leads to the incorporation o f new data to the EIS which had never 
before been available. One result o f Young’s and Watson’s (1995) survey of 128 firms
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which use EIS supports this conclusion. They have found significant correlation between 
the number o f features an EIS contains and both the number of users and the number of 
staff. They have proposed that this relationship arises because individual executives want 
personalised systems. This leads to an increase in features. The need to create and to 
maintain these features means additional support staff.
Hence, the existing evidence implies that improving the quality of information available 
to an executive by means o f an EIS can lead to a significant cutting o f costs because o f a 
reduction in levels o f management. However, it is not likely to result in a decrease in 
support staff since here the benefits o f increased productivity will usually be reinvested in 
improving information quality further.
3.4.2.2 Towards a Model o f  Responsiveness
The literature on EIS suggests a second means o f assessing the effect of EIS on 
organisations. As early as 1986 Rockarl and Delong had concluded that ‘by far the 
largest category o f “ successful” ESS [i.e. EIS] arc those designed to improve the 
organisation’s planning and control processes.’ (1986, p. 22) The primary advantage 
which this offers is that executives can receive performance data more quickly than 
through existing channels. This allows him to identify any variance from plaimed 
performance rapidly and intervene to correct the situation immediately. The increase in 
executive control over organisational activities may lead to improved performance, not 
necessarily by reduction in intervening managers, but by increased attention to budgetary 
compliance.
The Haiward Business School’s case study o f the use of EIS at Phillips Petroleum to 
monitor crude oil trading is probably the best known example of this benefit (Applegate 
and Osborn, 1988). As Robert Wallace of Phillips has explained:
“ We made $50 million last year on crude oil trading. We made that driving 
things very much from the executive level. Wc had managers and traders 
and all the background people, but the real dollars were made because senior 
management was staying on top of all the events we could perceive on a
114
daily basis that were moving us towards some opportunities. And we were 
able, through our increased understanding, to quickly make a decision to 
act.” (Delong and Rockart, 1988, p. 258)
This acceleration was the result o f using an EIS. The benefit is not primarily a reduction 
in levels o f management, but an increase in responsiveness to departures from a plan.
The use o f an EIS to respond quickly to deviations in organisational performance has the 
same drawbacks as the use o f an EIS to reduce levels of bureaucracy. It may well cause 
executives to take over the responsibility o f lower level managers. As a result, they may 
spend less time and attention on the strategic issues which are critical for the future of the 
organisation.
Incorporating information on a firm’s environment into an EIS may well improve its 
responsiveness to opportunities or threats. In their survey of chief executives of 156 
Texas hospitals Thomas et a l  (1993) have suggested that increased scanning o f external 
data actually leads executives to view strategic issues as opportunities rather than as 
problems and gives them a feeling o f control over their destinies. The authors have 
identified a conelation between executives’ feeling of control and the number of products 
and seiwices offered by their hospital. They have construed that this results in higher 
asset utilisation, greater profit margins, and a growth in the number o f patients treated.
This finding is consistent with the investigation of Sliorlell et a l  (1990) which 
demonstrated that successful American hospital managers stressed the need to 
differentiate their hospital’s offerings to customers. Zajac and Shortell (1989) have 
reached a similar conclusion in a third study o f the American hospital industry. 
Likewise, Smith et a l  (1991) have found that a high level of responsiveness to customer 
demands is coiielated to profitability in the domestic American airline industry.
The traditional economic explanation for this phenomenon is that more precise market 
segmentation leads to the development o f distinctive competencies by firms. These 
capabilities create comparative advantages which may be sustained over a long period
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and which lead to higher profitability (Kay, 1993). O f course, in a non-profit 
organisation a more exact determination o f what various members desire may lead to 
increased loyalty.
The implication o f the study is that an increase in products and services is a response to 
the needs o f patients. Rather than conceiving their hospitals as a producer of a few 
standard seiwices, hospital executives who feel in control of their situation create new 
services tailored to a specific segment or niche in their market. This move towards mass 
customisation (Pine, 1993) represents an increased responsiveness towards patients’ 
requirements. It also results in improved performance by means both o f improved asset 
utilisation and increased market share.
Bourgeois’s and Eisenhardt’s study o f six microcomputer firms (1988) has had similar 
results. They have found that in high velocity environments, such as microcomputing, 
that films which make decisions quickly have higher performance in both qualitative and 
quantitative terms. Further they have suggested that this is not simply because 
responsiveness leads to the satisfaction o f customer demands as Thomas et a l  have 
concluded. They have proposed that effective firms try new things. This implies that 
responsiveness allows firms to undertake marketing experiments. Responsiveness is not 
seen to necessarily lead directly to products or seiwices which meet customer needs more 
precisely. It quickens the trial and error process o f learning what customers want. Peters 
and Waterman (1982) have referred to this approach by the phrase “ ready, fire, aim” . 
Bhide (1985) has labelled it “ hustle” .
The key mechanism which Bourgeois and Eisenhardt have discovered for creating 
responsiveness is the implementation trigger. They have found that effective executives 
make decisive choice and at the same time identify decisions to be triggered by a 
schedule, milestone, or event. These triggers allow firms to keep their options open for 
as long as possible. If  they are clearly articulated, they can also be delegated to 
individual executives. This means that implementation will not divert the executive team 
umiecessarily. Bourgeois and Eisenhardt have argued that the risk of innovation can be
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controlled in this manner. Their findings indicate that there is a direct relation between 
the degree o f delegation o f implementation and organisational performance.
Eisenliardt’s study o f the management teams in eight microcomputer firms (1989a) 
reinforces these findings. She finds a strong correlation between the speed with which 
problems and opportunities are identified and resolved and organisational performance as 
measured both in qualitative and quantitative terms. However, she has noted that her 
research was restricted to a turbulent or “ high velocity” industry. She has offered two 
possible explanations. The first is that in fast moving environments opportunities come 
and go quickly. Once a firm is behind, it is difficult to catch up. The second is that 
executives learn by making decisions, but if  they make few decisions they learn slowly. 
This suggests that while an accelerated capacity for cognitive processing may increase the 
number o f staff involved in support and interpretation, it may reduce the time which 
executives spend making and implementing decisions. This improves the productivity of 
executives and so, leads to a form o f organisational slack. Executives may employ this 
extra time to create a virtuous circle o f learning by scanning more and by identifying 
even more opportunities and threats.
Eisenhardt has found three key mediating processes which contribute to responsiveness. 
The first two are confidence to act and accelerated cognitive processing. These are 
features identified by Thomas et al. as well. The third is smooth group processes. She 
has found a correlation between the currency of an executive’s data and accelerated 
cognitive processing. She has also identified a correlation between smooth group 
processes and the currency o f data. She has explained this by arguing that real-time data 
increases responsiveness. This leads to more experience o f decision making which 
improves the effectiveness o f senior management teams.
In an earlier paper Eisenhardt and Bourgeois (1988) have examined the politics of 
strategic decision making in the microcomputing industry. In this study they have used 
Pettigrew’s (1973) definition o f politics as:
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..the observable, but often covert, actions by which executives enhance their 
power to influence a decision. These actions include behind-the-scenes 
coalition formation, off-line lobbying and co-optation attempts, withholding 
information and controlling agendas. Politics contrast with straightforward 
influence tactics of open and forlliright discussion, with full sharing of 
information, in settings open to all decision makers. (Eisenhardt and 
Bourgeois, 1988, p. 738)
Within this context they have concluded that the greater the use o f politics within the top 
management team, the poorer the performance o f a firm, once again measured both 
quantitatively and qualitatively. They have argued that the chief means by which politics 
may affect performance is by increasing the time to make the decision and by restricting 
information which creates communications barriers and inflexibility within the team. In 
short politics disrupts the group process, while openness smoothes it. They have 
obseiwed that turbulent environments exacerbate this effect.
These findings suggest the causal map which explains the origins o f responsiveness 
shown in Figure 3,4. The map suggests that four features o f an EIS are essential to 
realising this benefit. They are an easy-to-use interface, improved information, an 
integrated database and communications. An EIS provides up-to-date information by 
means o f an easy-to-use interface. This results in an accelerated cognitive processing 
capability. If  executives use this capability to examine a wider range o f variables, then 
their confidence to act will increase. Incorporating the improved information into an 
integrated database will make the data available to all. If  used properly, this feature will 
lead to lower conflict in the organisation and will malce delegation o f authority more 
feasible. The ability to communicate electronically may also encourage delegation. The 
capability to delegate authority and to increase the processing o f information allows 
executives to define implementation triggers effectively. This may lead to two types of 
organisational behaviour - increased confidence to act and to smoother group processes. 
The articulation and delegation o f implementation decisions to an individual executive 
leads to more efficient use of other executives’ time and can hasten learning. Openness 
arises from the capability to reduce conflict. This manifests itself in smoother group 
processes. However, openness also increases a group’s confidence to act because it may
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lead towards consensual decision making. As several of the studies mentioned have 
demonstrated both confidence to act and smooth group processes result in responsiveness.
3.4.2.3 Towards a Model o f  Depth o f  Understanding
Organisational performance was central to the thinking o f the so-called classical 
management theorists, such as Fayol (1949) and Gulick(1937). They have argued that 
the rational-analytic approach to management is the one certain means o f assuring high 
performance because it results in acquiring a depth o f understanding o f an issue before 
making a decision. This should lead to more effective decisions. A number of 
influential, contemporary academics such as Porter (1980) have advocated this view as 
well.
The term “ rational-analytic” usually refers to the belief that problem solving should take 
place in the context o f a consciously formulated strategy. This context results from 
strategic planning and consists o f the identification o f goals and the setting of priorities. 
The resulting strategic plan defines the meaning of good performance for an organisation. 
Executives also frame problems and opportunities with reference to this plan. Problem 
solving or the seizing o f an opportunity requires the collection of information, the 
generation o f alternatives, and the careful evaluation of ends to means. In short optimum 
performance arises from choosing the best solution to every problem or the best response 
to eveiy opportunity. This can only happen when executives deeply understand what 
they are trying to do and select the most suitable alternative from the full variety 
available.
Fredrickson and Mitchell have isolated a key element of the rational-analytic view which 
they refer to as “ comprehensiveness” . They define comprehensiveness as “ the extent to 
which an organisation attempts to be exhaustive or inclusive in making and integrating 
strategic decisions.” (1984,p. 402). Fredrickson (1984) has suggested that rational 
analysis depends on two forms o f comprehensiveness. The first is analytical 
comprehensiveness which refers to the development of a number of alternative solutions 
and the collection o f information regarding those solutions. The second is integrative 
comprehensiveness which refers to the degree to which an individual decision is
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considered in the light o f other strategic decisions. Proponents o f the rational-analytic 
approach have argued that analytical comprehensiveness leads to more insightful action 
and that integrative comprehensiveness improves consistency of action.
Fredrickson (1984) examined 38 U.S. firms from the painting and coalings industry. Fie 
interviewed 152 executives in these firms and on this basis constructed a decision 
scenario. Each participant had to read the scenario and then complete a questionnaire 
concerning how his firm would respond to this situation. Fredrickson quantified each 
company’s response in order to produce a measure of comprehensiveness o f its strategic 
decision processes. He then compared this metric against average after-tax return on 
assets during the previous five years and the percentage change in gross sales during the 
same period. He found that there was a strong positive correlation between the 
comprehensiveness o f an organisation’s decision making process and its performance. 
Bourgeois’s and Eisenhardt’s (1988) study also has found evidence that the more 
analytically comprehensive a firm’s strategic decision making, the better its performance.
Eisenhardt (1989a) has particularly associated analytical comprehensiveness with the 
creation and simultaneous consideration o f a number of alternative responses to each 
opportunity or tlueat. The ability to do this, o f course, depends on an organisation being 
able to process information rapidly. The exhaustive examination of multiple solutions 
Eisenhardt has concluded also contributes to a confidence to act. In the same study 
Eisenhardt (1989a) has also found a connection between the integration of decisions (i.e. 
integrative comprehensiveness) and both accelerated cognitive decision making and 
confidence to act.
These findings suggest the causal map which explains the origins o f comprehensiveness 
shown in Figure 3.5. Here an easy-to-use interface to improved information and 
modelling and simulation features creates an accelerated cognitive processing capability 
in an organisation. This is what most authors refer to as an Executive Support System. 
Executives may use this capability to increase analytic comprehensiveness by examining 
multiple alternatives simultaneously as well as by considering a wider range of variables. 
It also allows better integrative comprehensiveness by improving the mechanisms for
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integrating decisions. These various mechanisms may lead towards more 
comprehensiveness in an organisation’s strategic decision making. The result is a deeper 
understanding o f the problem and its consequences. This is what is meant by the rather 
vague plnase “ improved decision making” .
The benefits o f a deep understanding o f a problem and its proposed solution are twofold. 
First, it may lead to higher performance because a firm whose executives understand 
problems and opportunities better than their competitors’ directors may have to 
experiment less. They may get it more nearly right first time. Also, as Neustadt (1960) 
has shown an executive’s power to persuade rest not simply on his position, but on his 
ability to show a command o f his subject. Depth of understanding is one of the key 
components o f a President’s reputation which Neustadt has identified.
3.4.2.4 The Relaiioushlp Between Responsiveness and Comprehensiveness 
Eisenjiardt has claimed that her work demonstrates that the greater the number of 
alternatives considered by microprocessor manufacturers, the faster the speed of their 
strategic decisions. The same relationship seems to hold between the integration and 
speed o f decisions. Her conclusion then is that there is a linlc between 
comprehensiveness (both analytic and integrative) and responsiveness.
However, this conclusion is problematical. Dess (1980) has classified the U.S. painting 
and coatings industry as the most stable o f fifty-two randomly selected industries on the 
basis o f sales growth and technological change. Hence, the context o f Fredrickson’s 
study (1984) was extremely stable. Bourgeois’ and Eisenhardt’s (1988) and Eisenhardt’s 
(1989a) studies were o f the U.S. microcomputer industry for which they coined the term 
“ high-velocity environment” .
In the companion-piece to Fredickson’s paper Fredrickson and Mitchell (1984) have used 
the same siuwey instrument to evaluate the comprehensiveness o f 109 executives in 27 
firms in the U.S. forest products industry. They chose this industry because Dess (1980) 
had identified it as the third most unstable industry of 52 randomly selected. In their 
study Fredrikson and Mitchell have found that there was a consistently negative
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relationship between comprehensiveness and performance in terms o f return on assets and 
percentage o f gross sales.
This result is in keeping with contingency theory. This theory postulates that successful 
organisations adopt strategies and structures which are appropriate to the degree of 
turbulence in their environment. Well structured hierarchies which pursue cost reduction 
perform well in stable climates. In these circumstance comprehensiveness leads to better 
performance. Organic ad-hocracies which continually change their products and services 
to meet fluctuating customer demands perform well in rapidly changing markets. In these 
circumstances responsiveness results in high performance. In other words good 
performance depends on adopting a management style which is appropriate to the degree 
o f stability in an organisation’s environment.
Lawrence and Lorsch (1967) have coined the term “ contingency theory” . They have 
formulated their proposition on the study of a handful of American companies in several 
industries undergoing varying rates of change. Burns’ and Stalker’s (1961) 
investigations o f the English and Scottish electronics industry defined the term organic 
organisation and concluded that such firms were more likely to succeed in changing 
environments, while mechanistic firms were more successful in stable environments. In 
short the evidence for contingency theory is substantial and has been collected over a 
long period.
Uncertainty is the key concept in the explanation of contingency theory. Galbraith (1973) 
has defined uncertainty to be the difference between the information needed to perform a 
task and the information available. It, therefore, differs from risk which results from 
probabilistic information. Spender (1980) has identified four major types o f uncertainly. 
Incompleteness refers to a lack o f existing information. Obviously, the solution to 
incompleteness is to search for further information. Indeterminacy refers to the 
unpredictability o f others. This involves an appreciation of how others may respond to 
decisions. Clearly, an understanding of another’s motives and personality is helpful in 
anticipating their reactions, but the only way to be certain is to act and obseive the 
consequences. Irrelevance refers to context. This requires an executive to be able to
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characterise an existing situation as a reoccurrence of a previous situation. 
Incommensurability refers to the lack o f appropriate frameworks with which to evaluate 
the available information. As Spender has observed “ [w]hen the problem is incompletely 
specified, the manager’s choice is a true act o f judgement.” (1980,p. 45)
Thompson (1967) has proposed that organisations attempt to act rationally. Therefore, in 
stable environments executives gather information on critical variables on a regular basis. 
Constant monitoring o f these data allows executives to develop their understanding of the 
causal relationships which determine success in their industry. When problems or 
opportunities arise, executives may propose alternative means of resolution. They may 
evaluate each solution thoroughly and seek additional information to support or refute 
their analysis. They may also weigh these potential means in the light of previous 
strategic action. Because their industry is stable, there is no urgency to come to a 
conclusion. In these circumstances comprehensiveness is a virtue.
However, this scenario is hypothetical because the information needed to act rationally is 
never available. Uncertainty is commonplace. Comprehensive behaviour assumes that 
the necessary information may always be founded instantaneously without cost 
(Williamson, 1975). Moreover, as Simon and March (1958) have observed there are 
limits to human cognition. Organisational theorists have noted the tendency to simplify 
at the fimi level (Cyert and March, 1963; Braybrooke and Lindblom, 1970). 
Psychologists have witnessed this same inclination among individuals in numerous 
experiments (for example, Bruner, Goodenough, and Austion, 1956). Therefore, even if 
an executive had much o f the information which he needed to solve a problem, his 
rationality would still be bounded.
Obviously, instability in the environment of an organisation is the prime source of 
uncertainty. The more it is in flux, the less feasible a comprehensive approach will be 
either in terms of an executive’s mental capabilities, time, or money. Hence, in turbulent 
environments executives may prefer to take short-term actions rapidly, rather than 
making decisions which have long-term consequences. They can closely monitor these 
actions. If  an outcome is promising, executives can pursue this course more forcefully.
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If it fails, they can withdraw and adopt a new tactic. This is a means o f buying a limited 
amount o f information quickly and cheaply. It can, therefore, be seen as a method of 
coping with uncertainty which allows executives to retreat from any action which does 
not work without serious penalty. Researchers have named this style o f management 
variously, “ muddling” (Lindblom, 1959) , “ incrementalism” (Quinn, 1978), “ hustle” 
(Bhide, 1985), and “ a bias for action” (Peters and Waterman, 1982).
More information leads to less uncertainly. However, because of the cost o f acquiring 
information and o f cognitive limitations, the concept of complete information is 
unthinkable for all but stable environments. This means that a comprehensive analysis is 
rarely realistic in unstable environments. In these cases executive judgement has to 
supplement the available infomiation in order to determine what action to take (Spender, 
1980).
In the context of theoretical explanations of contingency theory as well as empirical 
studies o f organisational performance which confirm this view. Bourgeois’s and 
Eisenliardt’s work presents an anomaly. There are several possible explanations.
The most obvious is that their findings are incorrect. In fact Bourgeois and Eisenliardt 
have used an embedded case study approach (Yin, 1984) as a means o f constructing a 
rudimentary model o f strategic decision making in high velocity environments. This 
method uses a series o f case studies, each of which is considered to be an experiment to 
confirm or deny the inferences drawn from the previous case studies. The result is a 
generalisation o f the empirical data gathered in the case studies. Bourgeois and 
Eisenhardt have examined four, eight, and eight American microcomputer manufacturers 
respectively in their three studies. It is not clear whether any one firm is represented in 
more than one study. The embedded case study approach requires that the researcher 
continues performing case studies as long as each new one adds significantly to the 
understanding o f the situation. When one identifies a pattern which is repeated in each 
case, this pattern represents a substantive empirical generalisation. Four or eight firms 
may be sufficient to establish a pattern within a sector of an industry. However, a number 
o f investigations exist which show that strategic groups within an industry arc likely to
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develop shared cognitive maps (for example, Porac, Thomas, and Baden-Fuller, 1989). 
This suggests that while one might expect to find some agreement on the determinants of 
success for a Silicon Valley microcomputer manufacturer, these patterns may not hold 
outside o f that strategic group. Therefore, generalisation of Bourgeois’ and 
Eisenshardt’s findings beyond their strategic group are problematic.
Secondly, the problem of determining whether a company’s performance is high or low is 
a well-known problem. Bourgeois and Eisenhardt have used some subjective measures 
o f performance such as the CEO’s self-appraisal of company’s effectiveness as well as 
some quantifiable measures such as sales growth and profitability. This raises a number 
o f difficulties, probably the most taxing is correlating historical data with decisions which 
determine future performance. However, the problem of measuring organisational 
perfonnance is common to all research findings.
Bourgeois and Eisenhardt themselves have offered two explanations for the discrepancy 
between their results and those o f Fredrickson and Mitchell (1984). They have claimed 
that the differences may arise from the selection o f methods or from the difference in 
environmental dynamism . This is particularly unconvincing since there are a variety of 
other studies which disagree with their findings besides that o f Fredrickson and Mitchell. 
Secondly, they have stated that in their investigations they too saw examples of 
businesses which routinely used satisficing rather than more comprehensive techniques. 
However, they judged all o f these firms to have poor performance. Their implication 
seems to be that many studies have used firms which are unsuccessful. Thus, these 
studies have drawn the wrong conclusions. This, o f course, is not true of the work of 
Fredrickson and Mitchell, which drew on 27 firms in their study of unstable environments 
(1984) and 38 firms in Fredrickson’s study of stable environments(1984).
There is another possible explanation o f the apparent inconsistency o f Bourgeois’ and 
Eisenshardt’s results with those o f previous researchers. In their papers they have made 
clear what they see as the chief features of successful decision making in high velocity 
environments. They have portrayed them as:
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i. articulating institutional goals explicitly;
ii. employing much real-time information in decision making;
iii. searching for alternative solutions comprehensively;
iv. an absence o f political behaviour {Le. openness);
V. articulating implementation triggers during the decision process;
vi. delegating decisions concerning implementation triggers to the management 
team;
vii. making decisions quickly;
viii. tiying new ideas in the marketplace constantly. (1988)
The real paradox is not between the findings of Bourgeois and Eisenhardt and o f others. 
It is within this list itself. The first four items seem typical of rationalistic and 
particularly comprehensive approaches. The second four items describe aspects of 
adaptive or incremental approaches. The implication seems to be that the dichotomy 
between comprehensiveness and speed is false. Successful organisations reflect 
thoroughly and act rapidly. Bourgeois and Eisenhardt themselves have pointed out this 
apparent contradictions within their model:
[t]he overall lessons are a series o f paradoxes: Plan carefully and 
analytically, but move quickly and boldly. CEOs should be decisive, but 
also delegate. Choose and articulate an overall strategy quickly, but put it in 
place only as it becomes necessary. (1988, p. 833)
An understanding o f these apparent paradoxes lies in the notion o f uncertainty. Fast, 
appropriate action is the key to success. It may be possible to imagine having the 
information at hand needed to define a problem sufficiently, to identify all possible 
alternative solutions, and to evaluate each comprehensibly before making a choice. In 
reality this is rarely the case. In most situations an executive will have some relevant 
facts, but will also find that some vital information is inaccurate, unavailable or obsolete. 
Acquiring and evaluating the necessary information will take time and money. He must 
decide whether to delay action in order to increase the depth of analysis or to depend on 
his intuitions and act quickly. In either case an executive must use his judgement since
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uncertainty is involved. A search may result in more complete and relevant information, 
but only action will solve the problem of indeterminacy and incommensurability. 
Therefore, the most pragmatic course is to experiment. This means devising a good 
solution quickly and acting on it at once. If  it fails, the experiment has supplied more 
complete and relevant information. It may provide better insight into the interest of 
others. It may demonstrate the inappropriateness of a set of ideas to the situation. Even 
failure then should lead to an improved solution which can serve as the basis for another 
experiment.
Hence, the textbook notion that comprehensive behaviour is a cerebral undertaking which 
depends on the setting o f goals and priorities and the selecting o f the best alternative from 
a range o f options is inadequate. Likewise, a bias for action without an accompanying 
evaluation o f its effects can not possibly lead to better performance without an extended 
period o f luck. Action when viewed as means of experimentation increases 
comprehensiveness. Quinn has chastised those who encourage this false dichotomy 
between comprehensiveness and incrementalist styles of management. He has written:
“ Logical incrementalism ... is conscious, purposeful, proactive, good
m anagem ent  It helps the executive achieve cohesion and identity with
new directions. It allows him to deal with power relationships and 
individual behavioural needs, and permits him to use the best possible 
informational and analytical inputs in choosing his major course of 
action....” (Quinn, 1978,p. 19). ,
Rather than presenting an anomaly. Bourgeois and Eisenhardt may have offered a more 
detailed understanding o f the relationship between management style and organisational 
performance than earlier research.
It is, therefore, possible to argue that the three major outcomes of successful EIS are not 
mutually inclusive, but additive. Figure 3.6 contains a diagram of the proposed 
comprehensive causal map of EIS benefits. The map consists o f a variety of variables and 
an approximate indication o f the causality by which they are related.
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This causal map illuminates the problem of the realisation o f EIS benefits in, at least, two 
ways. First, it shows that the relationship between the technological features and the 
benefits o f EIS is not straightforward. It is long and complex and depends on a variety of 
organisational factors. Secondly, it demonstrates that much of the confusion regarding 
EIS benefits arises from the number of different viewpoints represented in this diagram. 
For example, the developer o f an EIS might well say that the benefits o f an EIS are its 
simple interface and its improved information. This causal map shows that he is 
mistaking technologies for benefits. On the other hand, many managers refer to 
improved comprehensiveness or flatter hierarchies as benefits o f EIS. Again, the diagram 
indicates that they are not. In short much of the EIS literature seems to mix means and 
ends.
3.4.2.5 Intrepretations o f  the EIS Benefit Model in the Context o f  Theories o f  
Executive Work
The composite benefit model presented above does not refer to any particular theory of 
executive work. In fact it can be interpreted in the context o f any o f the six models 
discussed earlier in this chapter.
3.4.2.5.1 Learning
One view o f an EIS is that it supports executive learning. An EIS can do this by 
accelerating the pace at which an executive learns. The composite causal map of EIS 
benefits in Figure 3.6 suggests that there are three ways in which this may occur. The 
first arises from the improved quality of information made available by the EIS. The 
second arises from incremental decision making. The third arises from the accelerated 
repetition o f cycle after cycle o f problem solving.
First, an EIS which allows an executive to scan hastens learning because it provides more 
timely and relevant data more quickly. Improved information enables an executive to 
examine a greater quantity o f data. This means he may consider more types of data; he 
may select them from a wider range of sources; and he may use data which is more 
detailed. The use o f more information means an executive’s preconceptions {i.e. his
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cognitive models) may be challenged more often, leading to their frequent refinement. 
This is Piaget’s definition o f learning.
Secondly, processing more information will also mean an executive may identify more 
problems and opportunities quicker than competitors who do not have a similar 
capability. An EIS which allows an executive to perform focused searching may hasten 
the decision on how to deal with problems or opportunities. There are several reasons 
for this. El Sawy (1984) has outlined how the ability to retrieve specific information is 
critical in the precise formulation o f problems and opportunities. The information found 
by means o f focused search may also expedite the evaluation of potential solutions. 
Finally, an incremental approach to implementing decisions requires the articulation of 
triggers. These triggers imply further decisions which will be made at a later date when 
additional information is available. Focused search should be the mechanism for 
gathering this information. Every decision whether it concerns a major problem or 
whether it is associated with an implementation trigger provides a chance to learn. A 
quick decision offers the potential for accelerated learning.
Thirdly, if an executive consistently increases the pace at which lie resolves problems and 
opportunities, he may deal with more over the course of time. Not only may an executive 
who adopts EIS go through each decision cycle faster, he will have the ability to solve 
more problems. Hence, he may create a virtuous circle or a positive feedback loop. The 
more an executive uses an EIS to learn, the more problems he solves and the more 
opportunities he seizes.
Hence, an EIS may improve an executive’s ability to learn about an individual strategic 
issue in the short term, but it may also improve an executive’s ability to learn in the long 
term. Learning increases an executive’s depth o f understanding and arises from the same 
features o f the EIS benefits model which lead to responsiveness - accelerated cognitive 
processing, the inspection o f a wider range o f variable, and analytic comprehensiveness. 
Learning, therefore, results in improved organisational performance and in the 
enhancement o f an executive’s reputation. Figure 3.7 shows the portion of the EIS 
benefits model which corresponds to learning.
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3.4.2.5.2 Sensemaking
Another view o f an EIS is that it assists sensemaking within a community of executives. 
One might categorise sensemaking as one theory of group learning. This suggests that an 
EIS can support learning for groups o f executives as well as individuals. It can do this by 
accelerating the pace at which a group o f executives learn. Moreover, it can increase the 
scope and quality o f participation within the group.
In their article “ Sensemaking and Group Support Systems” Weick and Meader (1993) 
have suggested that their are five sensemaking activities which automation might affect:
i. Action - sensemaking depends on the interpretation of previous actions
ii. Triangulation - sensemaking improves with an increase in measures
iii. Affiliation - sensemaking improves with an increase in participation
iv. Deliberation - sensemaking improves if  the first interpretations is not accepted 
V . Contextualization - sensemaking requires placing events into a shared context
An EIS may have an impact on each o f these five activities.
Once again, the composite causal map of EIS benefits in Figure 3.6 suggests that there 
are tliree ways in which learning may be improved. The first arises from the improved 
quality o f information made available by the EIS, Being able to extract information 
from a wider variety o f sources quickly should increase a group’s ability to triangulate an 
interpretation. The second arises from incremental decision making. The ability to 
identify a problem or opportunity and then use the implementation process as a 
mechanism for learning more about it exemplifies the activity which Weick and Meader 
refer to as “ action” . The third arises from the accelerated repetition of cycle after cycle 
o f problem solving. Because an EIS can accelerate sensemaking, it will allow a group to 
make more decisions than a similar group which has not been aided by computers. This 
means that they will come to develop a shared view of situations faster. This will aid 
them in the task o f contextualization - the attempt to agree on an event’s relation to 
previous events.
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However, in sensemaking an EIS need not just increase the speed o f learning, it may also 
have an effect on participation. This occurs in two ways. First, the asynchronous and 
global characteristics o f an ECS allow the scope of the group to be expanded. This 
means that each member o f the executive group need not be present in the same room at 
the same time. This ability to expand the participants allows a greater diversity in 
expertise and in experience which assists in triangulation. In such a group learning may 
be more comprehensive. Weick and Meader (1993) have also suggested that computer 
support can overcome some o f the causes o f dysfunction in a group such as polarisation, 
conformity, and lack o f free exchange of ideas. Nunamaker et al. (1991) and Gallupc el 
al. (1988) have particularly instanced anonymity in communications as important in this 
respect. In addition delegation o f responsibility for implementation gives individual 
executives an important incentive to participate in decisions which will affect them, 
especially when the results will be immediately visible to their colleagues. These features 
lead to a more open discussion o f matters.
O f course, more learning increases the depth of understanding of eveiy executive in a 
group. In the context o f sensemaking this happens because of both accelerated cognitive 
processing and also o f wider and more active participation in the group process. In 
addition Weick and Meader (1993) have speculated that the asynchronous nature of 
computer supported sensemaking may also offer better opportunities for deliberation. 
This is because executives are able to reason about anomalies more carefully over a 
longer period o f time. All o f these effects are consistent with the causal map for 
learning, but also include the additional features arising from improved participation. 
Figure 3.8 shows the portion o f the EIS benefits model which corresponds to 
sensemaking.
3.4.2.5,3 Satisficing
Possibly, the most widely discussed view o f EIS is as a tool for decision support. An EIS 
can do this by increasing the analytic and integrative comprehensiveness of the decision 
making process. Hence, an executive need not satisfice, that is he does not have to rely 
on the first suitable response to a problem or opportunity which he identifies. Instead he 
can select a number o f options to evaluate before choosing the one which best satisfies
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the constraints arising from previous decisions which he and others have made. The 
composite causal map o f EIS benefits in Figure 3.6 suggests that there are tluee 
mechanisms that encourage this behaviour. The first arises from the improved quality of 
information made available by the EIS. The second arises from the ability to evaluate 
alternatives by means o f simulation. The third arises from incremental decision making.
An EIS should provide information which is more timely, more detailed and from a 
wider variety o f sources. It also has facilities which simplify and speed focused searches. 
These features allow an executive to use more data while considering a problem or an 
opportunity without any increase in time or cost. This makes it possible for him to 
consider more alternatives, more analytically, before deciding.
The central feature o f an ESS is a capability to simulate a situation in order to evaluate 
the outcomes o f different scenarios. This allows an executive to scrutinise the 
possibilities systematically. Moreover, the improved information offered by an EIS may 
provide both input data to a model and confirmation of the output o f a model.
The ability to track decision implementation offers another way to gather information 
without actually slowing the speed o f the process. All uncertainty can not be overcome 
by improved means o f search. Indeterminacy, for example, can only be resolved by 
action. Therefore, the creation o f decision triggers mark out a plan for acquiring 
necessaiy information. O f course, decision triggers do not assist only in increasing the 
analytical quality o f a decision. If all o f an organisation’s decisions are made in this 
manner, executives may assess the impact of decisions previously adopted on the one 
under current consideration. This leads to more integrative decisions as well.
Ill these w ays an EIS can increase the com prehensiveness of an execu tive’s decisions. 
Hence, he may move away from satisficing as a strategy without any slowing o f the time 
required to make a decision. This means that his depth of understanding will increase 
without any effect on his responsiveness to problems and opportunities. This can lead to 
an enhanced reputation for the executive.
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Figure 3.9 is a causal map which shows the effect o f EIS on satisficing.
3.4.2.5.4 Bargaining
An alternative view o f EIS is that it can assist executives in bargaining. It does this in 
three ways . First it opens the process of making strategic decisions. Secondly, it 
insures that an organisation takes a comprehensive approach to innovation. Thirdly, it 
improves the organisation’s ability to make decisions by means o f bargaining which can 
result in a long-term competitive advantage.
The political theoiy of executive work assumes that conflict is the norm in any 
organisation because its members are never in complete agreement. This lead to 
coalitions o f members with partially shared interest . One of these coalitions must be 
able to address the most serious problem if  the organisation is to survive. This coalition 
consists o f its executives. According to this theory, innovative departures are to be 
discouraged because they might lead to the break up of the dominant coalition. 
Therefore, the chief activity o f executives is to avoid having to make strategic decisions.
In other words the political theoiy o f executive work extends the concept of choosing 
from the individual to the group. It does this by proposing a number o f organisational 
mechanisms for choosing:
i. Adopting good business practice
ii. Using goals as independent constraints
iii. Solving problems as they arise
iv. Distributing pieces o f problems to different parts of the organisation 
V . Simplifying problem search
When these methods are employed, it becomes unnecessary for executives to make many 
strategic decisions. Under these circumstances an EIS, according to the definition used in 
this dissertation, has little use and few benefits.
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Pettigrew’s (1973) examination o f the political aspects o f strategic decisions is more 
informative, however. He has suggested that executives often have to seek expert advise 
before responding to a significant new problem or opportunity. Pettigrew has concluded 
that who influences them depends on who they ask and on his perceived status.
If a group o f executives wishes to make the best possible decision in these circumstances, 
they need to consult widely and weigh the responses. Increasing participation should 
increase the analytical cqmprchensiveness of a strategic decision because more views are 
likely to lead to a wider variety of alternatives. Increasing participation should also 
increase the integrative comprehensive o f a decision because the more people who are 
involved, the more likely the impact o f previous decisions will be taken into 
consideration. O f course, the use o f a wider range o f sources o f information also has the 
same effect. An accelerated cognitive processing ability makes this possible. In addition 
allowing the entire deliberation to be visible to all participants leads to a smoother group 
process even though more are involved. The use o f simulation provides a means to 
evaluate various alternatives. This contrasts with the reputation of the proposer as a basis 
for selection. All o f these factors can create increased confidence in the decision which 
was made.
Hence, an EIS may improve an organisation’s ability to bargain effectively about 
strategic issues. This may mean that the organisation can reach a consensus more 
quickly. This results in improve responsiveness and allows time to make more decisions 
by open negotiation. This leads to a virtuous cycle which offers the potential for a long 
term competitive advantage.
Figure 3.10 shows the causal map o f the effects of BIS on bargaining.
3.4.2.5.5 Commanding
Using an BIS to assist an executive in executing commands is probably the simplest way 
in which it can be employed. An BIS can help an executive monitor the implementation 
of his commands. Monitoring the progress o f commands depends largely on providing 
an executive with more detailed and more immediate information about the
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implementation o f the action which he sanctioned. Exception reporting is the main 
vehicle for this. This, o f course, can lead to a flatten hierarchy which puts an executive in 
closer touch with those who do his bidding. The result can be lower costs and more 
responsiveness.
Figure 3.11 shows the casual map of the effects o f EIS on commanding.
3.4.2.5.6 Persuading
An EIS can assist an executive’s rhetorical ability. It does this by affecting each o f the 
three aspects o f argument: an executive’s reputation; the logic of his argument; and his 
appreciation o f his audience.
Neustadt (1960) has concluded that reputation and public prestige form the foundation of 
a President’s ability to persuade. Each President has approximately identical authority 
and status, but not all are equally persuasive. One reason for this is a President’s 
personality which may add or detract from his persuasiveness. Another is his skill and 
expertise. Flowever, Neustadt has argued that it is the view of his various constituencies 
regarding his will to act which is at the heart o f his reputation. liis  evidence suggests that 
it is the consistency o f a President’s words and deeds as well as their timing and means of 
delivery which are critical in forming his public prestige. A President’s success then 
depends on his ability to understand his audience and for this he needs as much 
information as possible from as many sources as possible.
Enhanced reputation is one o f the primary benefits o f an EIS. It arises from a depth of 
understanding which is spawned from a comprehensive approach to decision making. In 
the case o f persuasion Neustadt has claimed a special importance for integrated 
comprehensiveness. However, there is no obvious reason why analytical
comprehensiveness might not also enhance an executive’s prestige. These both arise
from the use o f a wider range o f variables, considering multiple alternatives 
simultaneously and decision integration. Moreover, these same characteristics can 
increase an executive’s confidence to act. This decisiveness may have a lasting impact on 
an executive’s public esteem when he is seen as being responsive to a specific concern.
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On the other hand, an EIS can also help those who must be persuaded. Neustadt (1960) 
has argued that an executive’s orders are tantamount to action only when five conditions 
are met:
i. There is assurance that the executive has spoken;
ii. The meaning o f the order is clear;
iii. The orders are public;
iv. The person who receives the order has the means to carry it out;
V. The general belief that the executive’s order does not exceed his
authority.(p. 19)
Electronic communications offer little help to a person who must determine whether he 
has the means to cany out an instruction or whether the instruction exceeds the 
executive’s authority. It may even make authenticating the order more difficult. 
However, an EIS probably does have an impact on the third - public pronouncement. 
Broadcasting a command makes it visible to a community and doing it by means o f an 
electronic media allows it to be stored and referenced at a later date. The storage o f an 
executive’s previous instructions, memoranda, speeches, etc. may also help to 
demonstrate a consistent pattern in an executive’s pronouneements and assist a person in 
inteipreting the instruction. This can result in a more integrative comprehensiveness in 
executing orders. It also increases the openness o f the process.
In addition an EIS provides another source for helping an executive understand his 
various constituencies. Neustadt has eautioned that it is gossip, opinion, and other types 
o f informal information which are often the best. However, an EIS which contains more 
detailed and more current information from a myriad of sources inside and outside o f an 
organisation is surely more suited to this purpose than other formal organisation 
infonnation systems. This discussion offers a new interpretation of the term “ depth of 
understanding” . Neustadt does not speak o f understanding in terms of specific decisions, 
but rather in terms o f the desires of an executive’s constituents and the timing of his 
inteiwentions.
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Reputation is self-enforcing. An enhanced reputation is not simply the result o f an act of 
persuasion, it is the raw material of a subsequent act as well. Therefore, an EIS may help 
to establish a positive feedback loop which continues to improve the reputation of an 
executive over time.
Figure 3.12 shows the easual map o f the effects o f EIS on persuading.
3.5 Why are EIS Benefits not Realised?
The previous section identified two potential benefits of EIS - higher performance for the 
organisation and enhanced reputation of its executives. Figure 3.6 proposes a chain of 
causes and effects which has to occur within an organisation if  these benefits are to be 
realised. A survey o f EIS literature suggests that few have successfully employed EIS in 
order to achieve the potential benefits. In fact this dissertation has argued earlier that 
realising the benefits o f EIS is particularly difficult. Why then should any EIS project 
fail?
There are two means available for answering this question immediately. First, there is an 
extensive literature regarding the reasons for the failure of information systems projects 
over the past three decades. These studies produce consistent results even though they 
cover such a lengthy time span. There is no reason to assume that EIS should differ 
fundamentally from other information systems in this respect. Secondly, several authors 
in recent years have considered the critical success factors for EIS. Together these 
sources provide much insight into the potential pitfalls in realising the benefits of EIS.
3.5.1 Classifying the reasons fo r  IS  Failure
In general the literature on IS failure identifies three factors - individual characteristics of 
users, organisational characteristics, and technical features o f the system. Systems fail 
when:
i. the users do not have characteristics that will enable them to reap the benefits.
ii. the organisation does not have characteristics which are necessary to achieve the 
benefits;
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iii, the system  does not have the necessary features that are vital to achieve the benefits.
Markus (1983) has proposed three categories of factors to explain resistance to MIS 
implementation efforts. First, people resist MIS for personal reasons. Second, they resist 
because o f interaction between specific system design features with some aspects of 
organisational context. Third, they resist because o f poor system features and design. 
Markus has suggested that when human nature, cognitive styles, or personality traits are 
incompatible with the requirements o f a computerised information system, the system’s 
intended users will resist its utilisation. Organisationally, she has obseiwed that when the 
introduction o f a system is perceived as changing the balance o f power among the 
participants, then those who will lose power will resist. She has identified poor design 
and implementation as features which contribute to resistance towards a system. It is 
these tlii'ee groups o f factors which determine whether a system’s benefits will be 
realised.
Kraemer el cti (1993) have put forward these same three categories of factors as affecting 
the perceived usefulness o f a computer-based information. They have found that direct 
experience o f using computer is important for an individual’s acceptance of a new 
system. They have obseiwed that organisational professionalism and the types o f tasks 
performed affect the successful use o f system. Finally, they have suggested that systems’ 
characteristics such as accessibility and information are important determinants for the 
realisation o f a systems potential benefits.
3.5.2 Critical Success Factors fo r  EIS
Young and Watson (1995) have suggested the same tluee categories - users, 
organisational characteristics and technical factors for classifying the reasons for the 
failure o f EIS. Under user-related factors they have included: lack o f commitment from 
users, user resistance to hard-to-use teclinology, lack o f clarity by the executive sponsor 
for the BIS’s purpose, and no provision for executives to communicate ideas and insights. 
For organisational-related factors their focus is on the support group. Support group who 
are ignorant of users’ information requirements, not keeping up with the changes in 
users’ information needs, have inadequate business knowledge, and not addressing a
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significant business problem, all contribute to the systems’ failure. Under technology- 
related factors, they have cited: inadequate and inappropriate tecluiology, complicated 
interfaces, and the EIS being no better than the system it replaces.
DeLong and Rockart (1986) in identifying the attributes for successful ESS 
implementation have listed several critical factors that will assure top management 
acceptance and use o f the system. Although they have not explicitly categorise these 
factors, the attributes identified can be categorised under the three factors o f user, 
organisation and technological factors. For users, they found that a committed and 
informed executive sponsor is important for the ESS to be accepted. Organisationally, 
they have observed four critical factors. First, they have noticed that having an operating 
sponsor who is well acquainted with the executive’s work style and way o f thinking will 
help in defining the executive’s information needs. Second, the ESS project manager 
must have a good knowledge of the business and be able to communicate with the 
executive effectively. Third, the ESS group must be able to anticipate and manage the 
political resistance to the ESS project. Fourth, the group must also be able to anticipate 
and tackle the data management problems that may arise. Technically they have offered 
two possible factors. First, the system must contain information that address the business 
needs o f the organisation. Second, appropriate hardware and software should be selected 
for simple and fast retrieval o f required information.
BaiTOW (1990), in discussing EIS success factors, has proposed that an executive who is 
foi*ward looking and understands the benefits o f  an EIS will successfully use the system. 
H e has suggested that having an IS group who can educate the executives on the EIS 
capabilities w ill also increase the system ’s acceptance. Finally, he has pointed out that the 
system  must integrate information from various sources and has a sim ple retrieval 
method.
In a study o f thirty-eight EIS users in nine Canadian organisations (public and private), 
Bergeron et al. (1995) have found that the internalisation of EIS use is again determined 
by these three groups o f factors. Users’ perceived consequences of employing an EIS is 
found to be the most important variable. Also critical is their experience of EIS.
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Organisationally, work group influence plays a very effective role in encouraging EIS 
use. Teclmically, sophistication o f the EIS products facilitates the use.
Several authors have recognised the importance o f user characteristics as a determinant of 
IT success (McBride and Fidler, 1994; Watson and Glover, 1989 ; Meiklejolm and 
Harvey, 1989). McBride and Fidler have written; “ The success or failure of an 
information system and the delivery o f benefits are dependent on the people who are 
using it” (p.20). They have suggested that user perceptions o f the system is very 
important for them to understand the system. Watson and Glover (1989), in their study of 
EIS failures, have listed user characteristics such as resistance to teclinology as one o f the 
major problem areas. Meiklejolm and Harvey (1989) have also pointed to user 
characteristics as the gauge to a likely acceptance or resistance of EIS. They have put 
forward factors such as executive work style, approach to problem solving, his 
understanding of IS and attitude to changes as some o f the important factors.
Similarly, a number o f researchers have emphasised organisational characteristics as an 
important factor for successful use o f EIS. McBride (1995) has written; “ There is a need 
to understand the organisational context o f EIS if we are to judge its success in the 
organisation and analyse the effects of its deployment” (p. 111). Looking at specific 
characteristic, Volonino and Robinson (1992) have argued that the organisation’s 
teclmological maturity is one o f the important considerations for EIS acceptance. 
Armstrong (1990) has emphasised the skills that EIS developers must have in order to 
develop meaningful systems, a factor in EIS success. He has proposed that the EIS group 
must not only have technical skills, but also interpersonal skills, business understanding, 
and toleration for ambiguity.
As for system’s characteristics, many have accepted tiieir importance as a determinant of 
success. DeLone and McLean (1992), in their IS success model, have proposed system 
quality and information quality as the factors that will eventually affect the nature of 
IS impact. Friend (1993) in his study of user acceptance of information systems has tested 
two system characteristics as the determining factors. These two variables are ease of use 
and usefulness o f system. He found that both are important, although usefulness of
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system is shown to be more significant. Some other researchers who have highlighted the 
importance o f systems’ characteristics are Watson and Froliclc (1991), Houdeshel (1990), 
Laska and Palier (1991), Watson (1991), Volonino and Robinson (1992) and Barrow 
(1990).
This means that to realise a certain benefit, one has to ensure that a certain set of 
characteristics exists with these three factors. Successful realisation of EIS benefits does 
not depend only on the features o f the system developed, not only on the users, not only 
on the organisational context. Each set o f factors has a role to play.
3.5.3 Benefits realisation models
The EIS benefits model has proposed several EIS benefits which are associated with the 
different categories o f executives’ activities. The realisation models proposed here are 
based on these three group o f factors. But instead of listing the factors for EIS in general, 
the realisation models here differentiate the factors for each category of benefit.
3.5.3.1 Benefits realisation model - Learning
Vandenbosch and H uff (1997) have proposed a model which distinguishes between 
scanning and searching behaviour based on the factors of individual personality, 
organisational characteristics and a system’s features. The model was drawn up based on 
their investigation o f seven organisations. The model proposed several characteristics 
under each factor that should affect learning.
Characteristics proposed under user differences are tolerance for ambiguity and 
innovativeness. Tolerance for ambiguity is concerned with the degree to which executives 
can hold back their need for a perfect, clear view o f a situation. It is expected that an 
executive’s tolerance for ambiguity is positively related to their comfort in dealing with 
vague, equivocal, and qualitative data. Hence an executive with tolerance for ambiguity 
should be more likely to do more scanning since he is not fearful o f the ambiguity that 
often results. According to Vandenbosch and Huff, although tolerant, an executive does 
not necessarily like the ambiguities and should thus try to get rid o f them. Such a person 
"seeks it out in order to reduce it: he is tolerant o f it only as long as he can do something
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about it, and his cognitive task is to get rid o f it" (Rydell and Rosen 1966,p. 149). Hence, 
he should do more scanning, tiying to understand and learn more about what is happening 
in the environment.
Innovativeness means the ability to do things differently. Innovators to Kirton 
(1976,p.623) are "seen as undisciplined, thinking tangentially, approaching tasks from 
imsuspected angles; could be said to discover problems and discover avenues o f solution; 
and query problems' concomitant assumptions". Hence, an innovative user is always 
proactive, finding new ways to do things. He likes to discover new problems and find 
new solutions to old problems. An executive with this characteristic will more likely scan 
as he is always on the lookout for new ideas and suggestions.
For organisational characteristic, Vandenbosch and H uff have proposed social influences 
supporting an information retrieval behaviour as the main factor. Findings from 
researches on social and cultural influence on the use of EIS have also indicated that 
scanning would be more prevalent in organisations where scanning is accepted and 
encouraged (Green and Murphy, 1994;Bergeron et. al., 1991). Markus (1994) also has 
shown the role o f social influence in the use o f information system. Her study has found 
that the use o f electronic mail is explained more by social influence rather than by the 
media riclmess theory.
Systems’ characteristics that should support scanning are integration and flexibility 
(Vandenbosch and Huff, 1997). Integration is an EIS characteristic which has been 
quoted as an important factor in EIS success (Rainer and Watson, 1995; Rockart and 
DeLong, 1988). Combining data from multiple sources enables executives to enhance 
their grasp o f their businesses by exploring new cause-and-effect relationships (Rockart 
and DeLong, 1988). To this effect Rockart and DeLong have quoted a former president 
o f an insurance company;
We have extended the resources of the ESS to include a large libraiy of public 
data on our competitors and the industry. This has been particularly useful when 
matched with our internal data and has significantly deepened our insight into the
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problems and opportunities that challenge us as managers. (Rockart and DeLong, 
1988,p.319).
Data/use independence and analytic capability is the measure o f flexibility. An EIS is 
flexible if  it provides analytic and modelling capability allowing executives to freely 
analyse the data (Vandenbosch and Huff, 1997). These capabilities should strengthen 
business understandings o f executives (Rockart and DeLong, 1988). Simplicity and 
meaningful formats should also support the learning capability o f executives. As staled 
by Rockart and DeLong (1988) ; “ Presenting data in flexible foiinats that can combine 
text, numbers, and graphics helps many executives understand their businesses by 
highlighting trends they might not recognise as tabular data alone.” (p.320)
In the study, Vandenbosch and Huff have found that the degree o f innovativeness and 
tolerance for ambiguity were strongly linked to a predisposition toward scanning. 
However, these alone are not sufficient, and for scanning to take place with the EIS, 
certain system characteristics and organisational context are needed to provide the 
facilitating conditions. They have observed that without integration, flexibility and 
strong social influences for EIS scanning, even executives with a predisposition toward 
scanning were not likely to scan the information in their EIS.
Knowing and understanding these attributes would assist organisations in taking 
necessaiy actions and in developing programs that will improve the realisation of the 
benefit. As an example, an influential executive may act as a catalyst to promote this type 
of usage among other executives. Similarly, understanding that multiplicity o f sources, 
flexibility and uniqueness o f information as important, actions and procedures can be set 
up to have a continuous review o f information sources, adding and deleting as 
appropriate, and to train the users in the analytical and modelling capabilities of the 
system.
Based on these description Figure 3.13 shows the benefits realisation model for learning.
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Figure 3.13; Benefits realisation model -Learning
3.5.3.2 Benefits réalisation model - Senseniaking
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Figure 3.14: Benefits realisation model -Sensemaking
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The model for sensemaking benefit is as shown in figure 3.14. It is based primarily on 
Weick and M eader’s (1993) article, “ Sensemaking and Group Support Systems.” In this 
article the authors have argued that the sensemaking activities are action, affiliation, 
triangulation, deliberation, and contextualisation. Individual differences that encourage 
these activities are an individual’s belief in group learning, and an inclination towards 
detailed and thorough reasoning. Affiliation involves discussions and exchange of ideas 
within the group and triangulation brings together the different experiences, expertise and 
preferences within the different members of the group. An individual who emphasises 
detailed and thorough reasoning will ensure that issues are carefully studied and 
formulated before inducing any plausible patterns. Deliberation in this case is important.
Looking at organisational context, the attributes that will support sensemaking are, the 
culture o f collaboration and cross-fertilisation o f ideas, differentiation and perceived 
environmental confusion. An organisation that has the norm of teamwork will create 
situations that are supportive o f sensemaking. A culture of differentiation will also 
encourage sensemaking as it will be receptive to the multiplicity o f ideas from different 
sources. Perceived environmental confusion encourages sensemaking activities as 
deliberation, affiliation and triangulation becomes methods of reducing confusion (Weick 
and Meader, 1993).
In terms o f a system’s characteristics, communication support, differentiation and 
flexibility are important attributes that support sensemaking. Having a system with 
communication capabilities among its users will facilitate their interactions that are 
necessaiy for group work. Differentiation as discussed under the learning benefit 
provides infonnation variety from various sources which is relevant to triangulation. 
Flexibility allows the infonnation to be viewed and analysed in multiple ways, simulating 
various conditions thus supporting an individual’s action.
Developing EIS that emphasise sensemaking benefit will then concentrate on providing 
facilities that will facilitate interactions and finding programs that makes the organisation 
more prone to group learning and communication.
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3.5.3.3 Benefits realisation model - Satisficing
The model for satisficing benefits is as in figure 3.15. Individual characteristic which 
may favour satisficing in decision making is the ability to deal with complexity, and 
locus o f control. Wang and Turban (1993) have stated that executives who can deal with 
a high level o f complexity tend to consider a broad range of data, to search for large 
amount o f data and to spend more time processing data.
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Figure 3.15: Benefits realisation model - satisficing
In terms o f organisations, characteristics which encourage satisficing may include culture 
o f information-based decision-making, professionalism of the organisation, and having 
clear and specific organisational objectives. With a culture o f infomiation-based decision 
making, the organisation encourages decision-makers to probe the facts of a problem or 
situation further before making any decisions (Kelly, 1994). Even if  the final decision 
contradicts the data, chances are that an exploration of the data will help the decision­
maker understand the situation better before a decision is reached. Kraemer et ai. (1993) 
have proposed that managers in more professional governments are likely to place greater 
importance and credibility in computer based information than those in less professional 
governments. They make this proposal based on the assumption that appointed
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professionals as opposed to elected politicians are more likely to empliasise rational 
decision-making based on facts. Proper definition of organisational objectives and 
measures help executives in focusing their attention on issues that are important to the 
organisation (Kelly, 1994). This ability to focus on important issues facilitates the 
evaluation and selection o f alternatives in the decision-making process.
A system’s features which are likely to support satisficing in decision making are 
information quality such as timeliness, accuracy, relevance and completeness, 
differentiation, integration, and flexibility. A system with various modelling and
analytical capabilities will allow users to analyse the information giving multiple 
perspectives o f a situation or solutions. This will greatly assist executives in decision 
making. Zmud (1978), concluded that the key to whether a decision-maker is likely to 
use formal MIS-generated information is the level o f the information’s perceived quality. 
Relevance, accuracy, reliability, timeliness, completeness and readability measure this. 
The provision o f real-time, accurate and easily accessible information should allow 
executives to make decisions more quickly (Leidner and Elam, 1995). Differentiation is 
measured in terms o f the information breadth, information depth, external sources, rate of 
change and information currency. One o f the characteristics of an EIS, is that it has 
information from multiple sources and are constantly updated to ensure timeliness 
(W atson,1991; Rockart and DeLong, 1988). The decision making process will also be 
facilitated with a comprehensive system providing both summaiy data and background 
details as support (Dobrzeniecki, 1994).
3.5.3.4 Benefits realisation model - Bargaining
The model for realising bargaining benefit is as shown in figure 3.16. Most problems in 
the business world are tackled by small groups tlnough a process o f discussions rather 
than by individuals working entirely alone. Even where individuals do make the final 
decision, they often do so based on recommendation or after negotiations with the group. 
Bargaining becomes the process through which decisions are reached. According to Cyert 
and March (1963) groups form coalitions. This is based on the assumption that an 
individual may not have a strong bargaining power, but in coalition with another he has 
more chance and has validation for his idea. In his article, “ Individual cliffcrcnccs in
156
coalitional behaviour,” Ashour (1976) has proposed that personality variables such as 
conciliation, and risk avoidance are factors that correlate with coalitional behaviour. A 
person who avoid risks would always form a coalition and make decisions based on 
consensus so as to avoid sole responsibilities for the possible mistakes. A person who is 
more receptive to conciliation will also be more prone to forming coalition as this will 
hasten the process o f consensus development.
An organisation which supports teamwork and make decisions through consensus will 
provide a positive enviromiient for bargaining.
A system’s characteristics which may favour bargaining are communication support and 
system’s security. Communication support facilitates interaction between the coalition 
members assisting them in communicating information and the exchange o f opinion. For 
members to use the EIS as a channel to exchange their views and propositions, the system 
must be secured or at least perceived to be secured. This acts as a guarantee to the users 
that no sensitive information can be accessed by others outside the coalition.
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Figure 3.16; Benefits realisation model - bargaining
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3.5.3.5 Benefits realisation model - Commanding
The model for commanding benefit is as in figure 3.17. Individual differences which 
facilitate commanding are legitimate power and endorsement. According to Michener 
and Burt (1975), legitimate power is a “ position-specific” legitimacy. It designates the 
prerogative inherent in an organisational role. Thus a person with legitimate power may 
exact compliance due to the formal position that he holds. Compliance to authority may 
also stem from endorsement. Endorsement is a “ person-specific” legitimacy (Michener 
and Burt, 1975). Describing endorsement, Michener and Lawler have written:
By definition, a lower-status member is said to endorse a higli-status leader if he 
expresses satisfaction with the leader’s performance in directing the group, 
supports his use of control prerogatives, and wants him to continue in a position 
of leadership within the group. (Michener and Lawler, 1975,p.216).
The greater the endorsement accorded to an executive, the more the compliance he can 
obtain from group members.
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Figure 3.17; Benefits realisation model - Commanding
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Ill terms o f organisational context, nature of requests and nature of organisation may be 
important factors. Justifiable requests may exact greater compliance. A request from a 
high-status person that senses the collective interest will usually receive more compliance 
than one that seiwes selfish interests (Michener and Burt, 1975). An organisation with a 
hierarchical structure will also provide opportunities for those higher up in the hierarchy 
to command others down below.
For a system's characteristics, comprehensive and detailed inrorination is important, as 
well as timely and up-to-date data.
3.5.3.6 Benefits realisation model - Persuading
The model for persuading benefit is as in figure 3.18. The main individual differences 
which favour persuading are taken from Neustadt (1960). These differences are the 
executive’s reputation, his authority and status, and his public prestige. Reputation to 
Neustadt does not only depend on the executive’s skill and expertise, but also important 
is the consistency between his words and actions. In other words his credibility is 
important. Credibility is looked at in terms of the executive’s character, care, coinage, 
composure and competence (Rost and Smith, 1992). Under character, honesty, trust and 
the executive’s integrity are important. Under care is the clear concern o f the executive 
with the welfare o f others. Composure looks at the executive ability to display 
appropriate emotion under pressure. Courage means his willingness to change and stand 
up for his beliefs while competence looks at his technical and interpersonal ability. 
According to Rost and Smith, (1992) all these five components are necessary to 
credibility and if any o f the components is missing, the overall credibility of the executive 
is diminished. Authority and status give the executive the bargaining advantages. An 
executive with a good public prestige and image will be able to have great influence 
among the people.
An organisational factor which has an impact on persuading is the level o f education of 
the audience. Persuasion is effective if the author’s logic is well received and analysed 
by his audience. Generally an educated audience will be able to logically weigh and 
analyse arguments presented to them.
159
improved
benefits
realisation
Persuading
Individual Characteristics
. ro p u la llo n /c red lb llily  
. au tho rity  a n d  s ta tu s  
. pub lic  p re s tig e
System 's Characteristics
. D ifferen ila lien  
. In teg ra tio n  
. Flexibility
Organisational characteristics
. e d u c a tio n  level
Figure 3.18: Benefits realisation model - Persuading
For a system’s characteristics, differentiation, integration, flexibility and communication 
facilities are important. Differentiation gives the user different kind o f information and 
from different sources, increasing his Icnowledge and widening his understanding which 
contributes to his competence and thus improve his reputation and credibility. Integration 
further assists his understanding o f certain problems as it brings together related issues 
and with flexibility this can be viewed and analysed in multiple ways, deepening his 
understanding.
3.6 Summary
The chapter first looks at several views of EIS. If there is no consensus on the definition 
o f EIS, the reason is that the literature contains three separate ideas concerning the nature 
o f EIS. The chapter characterises these as Executive Retrieval Systems, Executive 
Support Systems, and Executive Communications Systems. ERS assume that an 
executive’s chief activity is understanding. ESS assume that an executive’s chief activity 
is deciding. ECS assume that an executive’s chief activity is implementing decisions. 
Group Decision Support Systems arise from combining ERS and/or ESS with ECS.
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The chapter defines five distinctive features of EIS: a simple interface, integration, 
improved information, modelling and simulation, and communication. Every category of 
EIS must have a simple interface and integration. In addition an ERS must have 
improved information; an ESS must have facilities for modelling and simulation; an ERS 
must encourage electronic communication.
Next, the chapter evaluates both empirical studies and theoretical explanation of EIS 
benefits. It concludes that there are two major potential benefits o f EIS - improved 
organisational performance and enhanced reputation o f its executives. It then offers a 
model o f the organisational capabilities, mechanisms, behaviours, and outcomes which 
must be put in place if these benefits are to be achieved.
Finally, the chapter considers the reasons why EIS may fail to produce these benefits. It 
does this by examining the literature on information systems failure in general and EIS 
failure in particular. This survey results in a set of models o f the critical success factors 
for different types o f EIS. These models suggest tools which a project manager might use 
to realise the benefits o f an EIS.
In the process o f developing an EIS benefits management method, the study has looked 
into the concepts o f benefits management, developed a theory of executive work and 
created generic benefits models for EIS. The next chapter will utilise these concepts and 
models and propose a method for managing EIS benefits.
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C H A P T E R  4:
EIS BENEFITS MANAGEMENT METHOD
4.1 Introduction
Benefits management is a process of ensuring that the planned benefits from the use of IT 
are realised (Ward et aL, 1995). It is more than the justification and evaluation of IT 
investments. Rather than just focusing at specific points in a system’s life, benefits 
management “ aims to be the whole life-cycle approach to getting beneficial returns on 
IS/IT investments” (Ward and Murray, 1997,p.5). It introduces the concepts of planning 
and effecting changes as well as looking at factors that will support benefits realisation.
Benefits management has three phases: the identification and justification of benefits, the 
benefits realisation, and the post project evaluation. The initial tasks o f the identification 
and justification phase are examining the requirements for the systems and enumerating 
the related benefits. This includes stating the benefits in terms o f where in the 
organisation they will occur and who will be affected. This process accesses the value of 
both tangible and intangible benefits. The subsequent task involves the production o f a 
plan o f organisational changes required to ensure benefits are gained and who is 
responsible for each change. Benefits realisation then is the execution o f the plan. The 
third phase is the review and evaluation o f the results. The main task here is to examine 
whether the planned benefits have been achieved. If there arc benefits that have not been 
delivered, analysis is done as to why this'has happened and what necessary actions need 
to be taken. At the same time analysts identify both unwanted effects and further benefits 
and decide how to treat each o f them. The main objective of this phase is to learn both 
from success and failure so as to improve benefits realisation.
4.2 Projects and Portfolios
Existing methods o f benefits management are project based. They consider the benefits of 
each project and seek to realise these benefits during the conduct of the project. However, 
many authorities have argued that the applications portfolio is a more appropriate scope
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for the planning and the control of an organisation’s information systems than individual 
projects.
The term applications portfolio refers to the entire set o f information systems. These 
systems may be the set currently in existence within an organisation at a particular 
moment in time. This is the organisation’s current application portfolio. Organisations 
oflen undertake a baselining activity in order to document their current applications 
portfolios. Or the term may refer to the set o f information systems which an organisation 
wishes to build in the future. This is the organisation’s planned applications portfolio. A 
portfolio o f potential applications is normally a product of information systems planning 
exercise.
There aie a number o f ways to categorise an organisation’s applications. Anthony (1965) 
has described a hierarchical classification based on his levelled model o f management 
activities o f strategic planning, management control and operational control. Strategic 
planning systems help senior managers to define the future of their businesses. Control 
systems improve cross-functional co-ordination. Operational systems are the basic 
systems which allow for the routine functioning o f the organisation. Ward et a l  (1997) 
describe an alternative categorisation of the types o f contribution which IT makes to an 
organisation. Applications may be strategic, key operational, support, and iiigh potential. 
Strategic applications are those critical to sustaining future business strategy. Key 
operational includes applications on which organisation depends for success. High 
potential includes applications which may be important in achieving future success.
New teclmologies have a potential impact on each application in the portfolio. In some 
cases the technologies effect may be great or minimal. In those cases where there is 
significant potential, there is an opportunity for a new project. Figure 4.1 offers a graphic 
depiction o f the relationship between a project and a portfolio. Each line o f this matrix 
represents a particular application. If  the classification recommended by Ward et al. 
(1997) is used, applications near the top o f the matrix are strategic, while those at the 
bottom are high potential. Each column of the matrix represents the potential benefits of a 
particular technology to an organisation’s entire applications portfolio. It may stand for a
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discrete technology such as object-orientation or a combination technology such as EIS 
which is actually a bundle o f the five discrete technologies as described in the previous 
chapter.
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FIG U R E 4,1: Portfolio versus Project
Every cell o f the matrix, therefore, suggests the impact of a particular technology on a 
specific application. The darkness o f each cell is proportional to the magnitude of the 
impact. Hence, this diagram serves as a means of identifying new projects. A cell which 
has a vei-y high potential may form a project, (for example cell 82). Or a number of 
teclmologies may promise to transform an application radically (for example 13, 15, 17, 
and 18). Such configuration may form complex projects.
The need to manage an organisation’s portfolio of application is just as great as the need 
to manage individual projects. Ward ei ciL (1990) have written that an analysis of the 
current applications portfolio gives a great deal of information. It provides an assessment
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o f coverage and contribution o f systems to organisational needs. It tells of the umealised 
potential in cunent systems and enhancements required to increase contribution. Gaining 
a thorough understanding o f the portfolio also enables measurement o f its value to the 
business, and the contribution that systems make towards satisfying business objectives. 
It can indicate how well the current and future business strategy is supported by the 
systems. It gives a total picture o f current capabilities. Finally it tells o f the size and the 
composition o f the backlog and suggests a comparison with other businesses.
Looking at the future applications portfolio helps in understanding the potential impact of 
teclmologies on the industi-y, the corporation and its component businesses. Ward et al. 
(1990, p. 422-423) have written “ [ajpplications should be managed according to their 
value or contribution to the business.” Management capability and resources are 
normally in short supply and need to be continuously reallocated to obtain the best 
business results for the overall portfolio. Balancing the available expertise with the 
portfolio needs is critical to long term success (Ward et al., 1990).
If an application is contending with others for the limited resources, then it must show a 
good economic return for the allocation of scarce resource. Looking at a portfolio, 
priorities can be set across applications. This should lead to an optimal use of available 
resources. This allows the ranking o f proposed projects according to their potential effects 
on the organisation. With the portfolio approach o f Ward et al. each application is 
classified according to its existing or anticipated contribution. Then each application can 
be managed in accordance with that contribution. The four categories will require quite 
different strategies to achieve successful planning, development, implementation, and 
operation of the applications because each fulfils a different role in an organisation. For 
example, relational database technology is appropriate for strategic systems; traditional 
systems development life-cycle methods for key operational systems; packaged software 
products for support systems; rapid development approaches for high potential systems.
Hence looking at applications on a portfolio basis provides advantages in terms of their 
planning, development, and implementation. Similarly for benefits management, focusing 
on a portfolio is more effective than dealing with only individual projects.
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4.3 Shortfalls of current benefits management methods
There are four major reasons why current benefits management methods such as that of 
Ward et al. are unsatisfactory in the case of EIS projects. These reasons arise from the 
focus o f the method on a project by project basis rather than on a portfolio of 
applications.
a) Cost o f  Creating Benefits Model
Since every project is treated individually, the construction of the benefits causal model is 
time consuming and requires much user involvement. In the method proposed by Ward 
et al, each new project involves the drawing up o f a new benefits plan. Each project 
requires discussions with stakeholders in order to identify the benefits and to draw up the 
benefits dependency chart. This is impractical for executives. However, EIS is a 
teclmology which may impact many aspects o f an organisation and therefore many 
projects. Therefore, there is no need to undertake benefits identification for each EIS 
project.
b) Cost o f  Creating Realisation Model
Since each project is considered on its own, there is a need to draw up benefits realisation 
plan for each project. Identifying the changes necessary for the delivery of benefits 
requires much time and manpower. However, if there are generic benefits identified, there 
will be common success factors for the benefits. Hence, standard realisation models are 
possible.
c) Lack o f  Organisational Learning
If a project is considered as an isolated undertaking, there is a real likelihood that lessons 
concerning benefits management and realisation learned on a project will not be absorbed 
by the entire organisation. Each project will likely start without reference to previous 
projects, even though there may be similarities in terms of the objectives, the benefits and 
the success factors. Having standard benefits and implementation models may serve as a 
basis for organisational learning.
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d) M ethod is only applicable at the outset o f  projects
The Ward et al. method applies at the outset o f a project. The method starts with the 
identification o f benefits for the project and progresses on to a plan for their realisation 
and implementation. It ends with a post-implementation review. It is therefore not 
suitable for an existing project which may want to evaluate its achievement, but may not 
have undergone the earlier stages of the benefits management process.
A portfolio-orientation overcomes these shortfalls in the current benefits management 
methods in the following way:
a) A Standard Benefits Model Reduces Costs
New teclmologies are the source o f benefits. New technologies apply to an entire 
portfolio not a single system. In this way a standard benefits model covers all categories. 
Having a standard benefits model allow a more efficient means o f identifying benefits. 
There is no need to draft a new benefits model for each. The portfolio approach exploits 
similarities o f needs and common routes to benefits delivery. Earlier chapter of this study 
has proposed six types o f executive work. The effect of EIS differs for each type. Figure 
4.2 reiterates the EIS application portfolio.
Learning Choosing Commanding
Sensemaking Bargaining Persuading
FIG U RE 4.2: EIS A pplications Portfolio
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The previous chapter proposed a causal map o f EIS benefits indicating changes and 
outcomes at different points in an organisation together with the final benefits. From this 
composite causal map, a causal map for each category of the applications was derived in 
the portfolio. These causal maps o f EIS benefits serve to help identify benefits for 
current or potential EIS applications.
b) A Standard Benefits Realisation Model Reduces Costs and Increases Control 
Similarly, for each category o f EIS application in the portfolio above there is a realisation 
model. Each model consists o f success factors necessary for the delivery o f the outcomes 
and final benefits o f the EIS investment. For example, an EIS application which has an 
impact on learning will have success factors that will facilitate the delivery of the related 
benefits. Hence planning for benefits realisation for applications within the same category 
will be speeded up as the same model can be deployed.
c) Standards Models Improve Organisational learning
Lessons learnt from one project can be extended to another. Sharing the advantages 
gained from one project to another may accelerate how to achieve the benefits available, 
even if  the details o f the application vary. It will ensure opportunities are not missed or 
resources and funds needlessly wasted. Mistakes made in previous projects need not be 
repeated. Standard benefits causal models for each categoiy of the EIS application 
portfolio and their respective realisation models become the basis o f learning.
d) Method will be Applicable at any stage o f  Project
A  Benefits Management method that is suitable only for projects that are starting will be 
less useful than a method that is applicable at any stage o f a project. The proposed BM 
method is developed not only for new projects but also to be employed by existing 
applications. Hence it can be applied at any stage of a project lifecycle. This also means 
that the method is also appropriate for alternative development approaches such as 
prototyping where requirements may change rapidly.
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4.4 Proposed EIS benefits management method
4.4.1 Overview
Figure 4.3 shows the process model of benefits management proposed in this dissertation. 
This model is a modification of the process model of Ward et. n/.’s (1995). For 
organisations which are introducing EIS technology for the first time, the proposed 
method starts by looking at the potential impact o f EIS. If the technology is already in 
use, then the method starts by creating a baseline of the current impact o f the technology.
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FIGURE 4.3; Modified Process Model for Benefits Management
The EIS benefits model shows the potential impact of EIS teclmology on both the 
organisations and the executives. Focusing on the potential impact o f EIS provides 
knowledge o f the areas where EIS will have an impact. This allows for identification of 
potential projects.
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The creation o f the baseline provides a set o f potential projects and the potential impact 
on both the organisations and the executives. It suggests the overall status of current 
applications, indicating those which are successful and those which have not delivered 
their potential benefits.
This will lead to the next step, that is the selection of project from the portfolio.
Once a project has been selected, the third step is to undertake it. This requires the 
incorporation o f benefits management concepts into traditional project management 
teciuiiques. The proposed method adopts the process model of benefits management 
developed by Ward et aL (1995). However it incorporates the reuse o f standard models in 
place o f the development o f unique benefits models for each project.
There are three main phases in the process. The justification phase, the realisation phase 
and the post project evaluation phase. Figure 4.4 shows the process model of a project 
employing the proposed EIS management method.
The justification phase consists of two processes, identifying benefits and plaiuiing for 
benefits realisation. The process of identifying benefits now simply requires the selection 
o f the appropriate EIS benefits model. The model provides the range o f potential benefits 
that may be realised with the development o f the EIS application. The process of benefits 
structuring is not necessary as the EIS benefits model employed at this stage will show 
the causal linkages from the initial technology investment to the end benefits. Planning 
for benefits realisation involves the use o f realisation models to guide planning activities. 
Each EIS benefits model has an associated realisation model. Responsibilities for the 
realisation o f benefits must be assigned to named individuals.
The realisation phase involves the execution of the benefits realisation plan. Every 
individual assigned with the responsibilities has to carry out the assigned tasks. The EIS 
benefits model will be employed together with the realisation models to act as referential 
guides as to the implementation.
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The evaluation phase is where the system is examined as to whether the promised 
benefits have been realised. Both the EIS benefits model and the realisation models will 
form the measure. Benefits realised in the project will be compared against those 
projected in the benefits to see whether there are any variances. The realisation model 
should point out why benefits remain unrealised.
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4.4.2 Identify Impact
In cases where EIS technology is new, we need to look at its potential effects on the 
organisation. The process includes analysing the effects o f each of the EIS components. 
For instance what and how will a good user interface and better information affect the 
performance o f the organisation? In what way will a communication facility help 
executives in their work? What areas o f executive work will be affected? A portfolio of 
applications can be planned and categorised according to their impact on executive work. 
The EIS benefits model will show the impact of BIS.
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4.4.3 C reate  baseline ,
For organisations with existing EIS technology the method starts by setting the base line 
of current applications. This involves evaluating the existing portfolio of applications. 
Ward et a l  have written that evaluating current portfolio will lead to the following 
deliverables:
i. assessment o f coverage o f systems’ contribution;
ii. unrealised potential in current systems;
iii. common elements between current portfolio and required information and
systems architecture. (1990,p .173);
iv. differences between current portfolio and required information and systems
architecture.
Similarly, the objective o f the base line study is to gather the status of existing BIS 
applications in terms o f utilisation and benefits. It is the aim of the study to assess to what 
extent the present applications fulfil the stated requirements. The manner of conducting a 
baseline study used in this method comes from the work of Belcher and Watson (1993) 
who assessed the value o f EIS in Conoco. The Conoco study was thought to be suitable 
for several reasons. First, the baseline study was an evaluation of EIS in an organisation. 
In Conoco, it was also an evaluation project. Secondly, it looked at the entire portfolio of 
EIS applications. Thirdly, the objectives of the project in Conoco were to identify: the 
users o f the system; user requirements; low-value applications; applications that should 
be enhanced or added; a cost benefit analysis. These map nicely with the objectives of the 
proposed baseline study. Fourthly, the methods used in the Conoco project were not 
dependent on any unique organisational characteristics. Hence, the methods of data 
gathering in the Conoco project should be applicable for the baseline study.
The baseline study evaluation starts with the collection of usage statistics which reveal 
executives who are using the system and the frequency of (heir utilisation. Usage is an
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important factor in the evaluation since it indicates the beneficial impact of EIS. DeLone 
and McLean (1992) in their model of IS success have suggested that the more frequent an 
IS is used, the more satisfied is the user. Hence the more successful the system is. 
Leidner and Elam (1995) and Leidner (1996) have found in their suiwey o f EIS impact 
that the frequency and length of EIS use is positively related to decision making speed, 
mental model enhancement and the extent of analysis in decision making. However, 
frequency o f use alone is not successful use (Leidner, 1996). How executives make use of 
each application is also important. The evaluation therefore involves interviews with 
users, developers, and the support group. The purpose is to determine how the EIS is used 
and what benefits arise from the usage. Executives who are targeted to use the system but 
have not been using it are also interviewed. Reasons for their action may reveal certain 
negative factors which have been overlooked. Using these interview data and the usage 
statistics collected earlier, a review is prepared for the system. The main items in the 
review are:
i. the name o f the application;
ii. average access per month;
iii. main executive users;
iv. basic purpose of the application;
V. original function replaced;
vi. System’s characteristics;
vii. Exceptional costs to support the application;
viii. Quantifiable benefits;
ix. Intangible benefits;
X. Any negative outcomes.
The base line study produces a list o f EIS applications which are regularly utilised and 
which give benefits to users. At the same time it also identifies applications which are 
rarely used and have not achieved their original objectives. The study may also reveal the 
need o f new applications.
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An additional task o f this baseline study is to categorise the portfolio of applications. 
Here this uses the model o f executive work. Each system is examined in terms of its 
puipose and functions and the clients it is supposed to serve and determines how it will 
affect the work o f an executive. This allows an application to be categorised as a learning 
application if  its main objective is to support executives’ learning. If  the application is 
used to help in group learning, then it is categorised as sensemaking. An application 
which has the objective o f aiding an executive’s decision making is categorised as 
satisficing. When an application extends the decision making support to a group of 
executives, then it is classified as bargaining. An application which is deployed to help an 
executive in executing commands is categorised as commanding. An application is 
categorised as persuading if its objective is to assist in an executive’s rhetorical ability.
4.4.4 Select project
With the portfolio o f applications, the subsequent step is to select a project. Based on the 
portfolio, an application can be selected according to user priority or depending on 
resources such as manpower, data, and technological availability. Ward et al. have 
suggested three factors that need to be included in the setting o f priorities;
a) what is most important to do - benefits
b) what is capable o f being done - resources
c) what is likely to succeed - risks 
(1990,p.361).
These factors allow for weighting the project. The result will be a ranking o f all the 
projects. With EIS projects user priorities are critical. However, it is also important to 
consider the availability o f resources such as expertise. With existing EIS projects, an 
application which has delivered very little of its potential benefits can be chosen, an 
application which has the greatest potential impact, but still has potential benefits to 
deliver can be chosen, or a newly identified application can be chosen.
174
4.4.5 Perform The Project
4.4.5.1 Justification
4.4.5.1.1 Benefits identification
The main objective o f this phase is to identify and to understand the benefits of the 
system, both current and potential. Existing methods have suggested several ways of 
identifying benefits. These include expert opinion, in-depth interviews, the Delphi 
technique, observation, benefit profile charts and existing systems review. Ward et aL 
(1997) have proposed the study of business objectives as one of the major steps in 
benefits identification. In this proposed EIS BM method, this stage requires only the 
selection o f the appropriate EIS benefits model. The causal model o f EIS benefits 
described in Chapter Three explains the effects of EIS technology on organisations. It 
shows the relationship between each o f the five components o f EIS technology and the 
benefits o f EIS. It indicates organisational variables that are involved in the process of 
realising potential benefits. The causal map describes the capabilities and the 
organisational mechanisms and behaviour resulting from the introduction of EIS. It 
explains the outcomes and the end benefits o f the system. Each type o f executive work 
relies on only some features o f an EIS. Within the context o f a particular type of an 
executive work only some o f these teclmologies, capabilities, mechanisms, behaviour, 
outcomes, and benefits apply. Hence, there is a specific benefits model associated with 
each type o f executive work.
Having categorised the application earlier, the selection of the appropriate causal map is 
straightforward. For example, if  the application is a learning one, then the causal map of 
the effects o f EIS that correspond to learning is chosen. In this example, the two EIS 
features that are important are easy-to-use interface and improved information. These two 
features enable changes in organisational capabilities and behaviour which lead to 
increased responsiveness and increased depth of understanding and finally, result in 
improved organisational performance and the enhancement o f an executive’s reputation. 
For an existing application, the current benefits can be compared with the benefits 
hypothesised in the related causal map. Checking the presence or absence of certain 
organisational capabilities or behaviour can identify unrealised benefits.
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The difference between, the benefits identification process in this proposed method and 
the existing methods o f Ward et a i (1995) and o f Cotton and Hogbin (1995) is that the 
causal maps employed here provide generic benefits that are applicable to all EIS 
applications o f the same category. In this case the causal map as shown in figure 3.7 is 
applicable to all EIS applications which are developed to help enhance the learning 
capability o f executives. Hence, benefits identification is simple. There is no necessity to 
structure the benefits as the structure is implicit in the respective causal maps. The maps 
have laid out the enablers and the intermediate outcomes necessary to achieve the final 
benefits. For existing methods, the process o f benefits identification and benefits 
structuring has to be repeated for eveiy project. The benefits dependency network (Ward 
et a l 1996) and the value linkage diagram (Gotten and Hogbin, 1995) have to be drawn 
for each new project. In the proposed method this is umiecessary.
4.4.5.1.2 Planning benefits realisation
Having identified the benefits o f a particular EIS, attention needs to be focused on how to 
realise these benefits. As stated in Ward et a i (1996) the main objectives o f this stage 
are to produce an action plan to realise the benefits, to identify and understand the 
changes required, and to assign responsibilities for these actions. Under existing BM 
method, detail study needs to be conducted to identify the factors and the changes 
required to realise the proposed benefit. Much time is spent in meetings and workshops 
for this piiipose. However, in the proposed EIS BM method, the realisation models 
facilitate the process. For each category o f the EIS application portfolio, there is a 
corresponding realisation model. The success factors in the model become the guide in 
ensuring that the capabilities and changes laid out in the EIS benefit model become a 
reality.
Planning fo r  the realisation o f  EIS benefits on learning
The causal map o f the effects o f EIS on learning shows that the final benefits are higher 
performance and enhanced reputation. These two benefits are the results of causal effects 
o f a range of organisational capabilities, mechanisms, behaviour and outcomes as shown 
in Figure 3.7. A corresponding benefits realisation model for learning have put forward 
three groups o f factors that will facilitate the delivery of the benefits. These are user,
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organisational and system characteristics. Hence, the plan for benefits realisation starts 
with the analysis o f these three groups of factors to see whether an organisation has the 
necessaiy characteristics. Knowing those with appropriate characteristics helps in 
identifying potential support. Those lacking the characteristics may be those who will not 
use the system in such a way as to achieve the benefits. In these cases, plans to train and 
educate users o f the system in such a way as to achieve accelerated cognitive processing, 
making use o f the wider range o f variables and taking advantage of the multiple 
simultaneous alternatives, have to be drawn. '
A study on the organisation is made to see whether the supporting attribute for learning is 
present. A social environment which encourages learning will be veiy helpful and this 
facilitating factor should fully be made use of. The benefits realisation model is employed 
to ensure that the teclmical enablers will have the necessary features hypothesised in the 
model. Specification o f the user interface should emphasise simplicity and flexibility. 
Steps have to be taken to get information from multiple sources and the design group 
needs to consider how they can integrate the data with other relevant information. The 
system must also provide the appropriate technologies in this case.
Planning fo r  the realisation o f  EIS benefits on sensemaking
The causal map o f the effects o f EIS on sensemaking again shows the final benefits of 
higher performance and enhanced reputation. However, there are differences in the EIS 
features and the organisational capabilities and mechanisms that are involved. The plan 
for benefits realisation starts with the analysis o f the success factors for sensemaking as 
proposed in the benefits realisation model. To achieve the organisational capabilities of 
low conflict which will lead to openness, which then lead to smooth group process, 
confidence to act and comprehensiveness, the realisation model indicates that users must 
believe in group learning and have inclinations towards detailed and thorough reasoning. 
It is important to identify users having these characteristics and those lacking them. 
Training and educational programmes on the benefits of group learning can be prepared. 
Management attention can be drawn as to the need for special programmes, if the 
investment is to deliver the expected benefits. Similarly, there must be a study on the 
organisation to check whether the supporting attributes for sensemaking are present. A
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culture o f teamwork is an asset. Othei*wise awareness programmes will be helpful. In 
terms o f technical characteristics, it is important that there are communication support, the 
information is differentiated and there is flexibility in the interface. Design and 
specification o f the system must ensure that these features are included.
Planning fo r  benefits realisation on satisficing
The realisation model for satisficing hypothesised that individuals who can deal with 
complexity and have internal locus of control will be more prone to analyse information in 
their decision making process. They will, for example, make use of a wider range of 
variables from a wider variety o f sources and are comfortable in analysing multiple 
alternatives. It is, therefore, important in the planning process to know these individual 
differences. This allows training programmes to be tailored. Those without these 
characteristics may be put on a one-to-one training programme highlighting the 
capabilities o f the application with its easy-to-use interface and improved information. 
Complex modelling and simulation programmes may be initially reseiwed for users who 
can profit from them. It is also important to look at the overall organisational 
characteristics to see whether there are existing features within the organisation that are 
supportive o f satisficing. A continuous educational programme highlighting the benefits of 
informed decision making may be planned. This may be implemented through appropriate 
articles in monthly newsletters. Having clear and specific objectives are also important, as 
they should facilitate the evaluation and selection o f alternatives in the decision making 
process. Management attention must be drawn to the importance o f this issue. 
Technically, the system must have modelling and analytical capabilities and the information 
it contains must be timely, accurate, relevant and complete. The sources of these data 
must be identified and the timing of their entries and updates must be planned.
Planning benefits realisation fo r  bargaining
The model of benefits realisation for bargaining indicates that the individual characteristics 
of conciliation and risk avoidance should support bargaining activities. An organisation 
which encourages teamwork and consensus should provide a positive environment for 
bargaining. The lack of these characteristics necessitate programmes that will create 
awareness. The support group has to plan for training programmes that will
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emphasise the capabilities enabled by the technological features. They have to elaborate 
the outcomes and benefits o f these features, so as to increase users’ understanding and 
appreciation. Technically, features such as communication support and security are 
identified as important. Therefore, these must be included in the system’s specification.
Planning benefits realisation fo r  commanding
The model o f benefits realisation for commanding suggests that legitimate power and 
high endorsement are some o f the factors that assist executive command. There is nothing 
vei-y much that can be. done to assist users in acquiring these two individual factors. 
However, teclmically EIS can provide assistance in the commanding role. Having 
detailed and timely information about the implementation of certain actions would help 
executives in monitoring the progress of their commands. These exception reports must 
be planned. The person responsible and the skills which he needs to have must also be 
identified.
Planning benefits realisation fo r  persuading
Individual characteristics to support an executive’s ability to persuade are his reputation 
or credibility, his authority and status, and his public prestige. An EIS can help to 
enliance the ability by providing the executive with much information from a variety of 
sources. This differentiation o f information widens his understanding and assists him in 
comprehensive decision making. Therefore, it is necessary to identify the variety of 
information and their sources. The system has to be designed to provide integration and 
flexibility of presentation. Training programmes are needed that will highlight these 
benefits.
This process o f matching and analysing the whole range o f variables in the benefits 
model with the realisation model reveals the conditions and the necessary changes and 
actions that need to be taken to realise the potential benefits. Action plans have to be 
drawn for all these activities. The next step is to assign responsibilities for all the tasks. It 
is necessary to obtain agreement and eommitmcnt from these groups as to the changes 
and actions that need to be taken. Project plans should be produced identifying the 
activities and the timing. Similar to existing methods, there is a need to develop a
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benefits review procedure. This procedure will describe the review processes that will be 
employed to monitor the progress o f the benefits delivery.
In this proposed EIS BM method, the benefits realisation models facilitate the analysis as 
to the conditions and factors that are important for the delivery o f the EIS benefits. This 
helps in the drawing up o f appropriate plans and actions. With the existing benefits 
management methods, there is no realisation or success factor model that is used. Hence, 
much effort is spent analysing necessary changes required for each benefit. These current 
methods also seem to assume that the proposed system will be developed with all the 
teclmical features necessary for the realisation of the benefits. There is no mention of 
teclmical changes or necessary system features. The proposed EIS BM method makes 
explicit the technical characteristics required.
It is easier to justify the project at the end o f this phase. The benefits aie listed and 
rationalised with the type o f work that executives do. The plans to achieve them are laid 
out together with the people and other resources responsible for their delivery. It is 
therefore possible at the end o f this phase to produce a cost benefit model for the project.
4.4.5.2 Benefits Realisation
4.4.5.2.1 Execute the benefits realisation plan
Executing the plan involves carrying out actions as detailed in the benefits realisation 
plan. Each person assigned to the tasks has to ensure that the tasks are implemented. The 
system needs to incorporate the necessary features. The support group has to spend time 
improving their understanding o f the new system. They should introduce executives to 
the system and train them to beneficially use it. The project plan has to allow sufficient 
time for these activities to take place. Commitment from all responsible is necessary. 
Ward et a l  (1996) have said that much o f this stage is concerned with “ people” issues 
and therefore communication plays a very important role. Good communication is 
essential in promoting the system and training the executives.
Review is important here to check on the progress of the implementation and on whether 
the plans need revision. Timing may need to be changed and resources, such as
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manpower, may have to be altered. At the end o f this stage the executives should be using 
the system and receiving the stated benefits.
4.4.5.3 Post Project Evaluation Phase
4.4.5.3.1 Evaluate results
The main objective at this stage is to check whether the proposed benefits have been 
realised. The review will reveal any benefits not achieved, the reasons for it and the 
necessary actions required. The project plan must include the implementation phase. This 
allows for the time required to realise the benefits. The process employs both the EIS 
benefits model and the realisation model. The degree to which benefits have been realised 
is done in a similar manner to the approach used in the baselining task. The realised 
benefits o f the system are then compared to the potential benefits listed in the EIS 
benefits model. This reveals whether there are any variances. There may be some benefits 
which have not been achieved, and some unexpected benefits which have been realised. 
At the same time this process will also highlight any unfavourable outcomes. The 
introduction o f an electronic mailing system, for example, may have resulted in 
executives being bombarded with much unnecessary mail that they have to spend time 
filtering them.
The benefits realisation model is used to analyse what factors are actually impoi tant in 
the benefits realisation. Certain factors may not have any correlation or they may have 
contributed to other unexpected benefits. The review may reveal certain other factors 
which may be relevant. It may on the other hand indicate that the factors are right, but the 
programme or the actions taken are not effective. As an example, information integration 
may be a success factor for the system and plans are made for its implementation, 
however, the effort put in may not be adequate. As a result of these, changes are made to 
the original plans and new plans may need to be drawn up.
Current benefits management methods depend very much on the measurement of 
outcomes - before and after, to evaluate the achievement of benefits. This may be easy for 
measurable benefits, but may prove problematic for those intangible benefits. The use of 
the benefits model and the realisation model may be more appropriate for these cases.
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The benefit model acts as a measuring guide as to the benefits that can be achieved and 
the realisation model gives the diagnosis on why they are not realised and how these can 
be conected.
4.4.6 Revise models
The evaluation of the project indicates not only plans which are not appropriate, but also 
may reveal certain flaws in the various models. These falsified models need revision. The 
achievement o f a new benefit may change the EIS benefits model. Repealed non-delivery 
o f a benefit may prompt us to track down the model and reanalyse the causal 
organisational mechanism and behaviour. The realisation models may be changed as the 
success factors that we hypothesised may not be the right factors.
The revised models become input to subsequent benefits management experiments. The 
cycle continues to test new plans and new variables. The EIS benefits model and the 
benefits realisation models will be adapted and enlianced as appropriate. This will 
continue until some kind o f stability is reached. This is when the potential benefits listed 
aie realised and agreement is reached for unrealised benefits that these are unachievable.
4.5 Sum m ary
The chapter proposes an EIS benefits management method which is broadly based on the 
benefits management method proposed by Ward et a l  (1995). It starts with a review of 
the process o f benefits management and continues with problems of EIS benefits 
management and the limitation o f current benefits management methods. It then discusses 
each stage of the proposed EIS benefits management method highlighting the differences 
with current methods.
Having proposed a method, the study needs to test its applicability within some 
organisations. The approach taken to test the applicability of the proposed method will be 
the focus of the next chapter. ^
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C H A P T E R  5:
RESEARCH METHOD
5.1 Relevance and Rigour in Information Systems Research
The research approach adopted in any study depends on the nature and the objectives of 
the question investigated. Information systems is a practical subject, like law, medicine, 
or architecture. It is not a theoretical subject, like philosophy, physics, or economics. 
The practice o f information systems concerns action and instruments to aid action. Utility 
is the measure o f research into information systems practice. The focal point of sciences 
is contemplation. Verisimilitude is its measure. This distinction poses problems for those 
undertaking research in information systems, particularly for a doctoral candidate.
Keen (1991) has drawn the implications o f this dilemma precisely in contrasting 
relevance and rigour in IS research. He has argued that the information systems 
community shares a belief that its research is purposive, that is "...it is intended to 
influence action in some domain, such as public policy, systems design and 
implementation methods, education, management decision making, or information 
systems planning." (p. 27). Hence, Keen has suggested that IS research can only be 
judged on the impact which it has on the audience to which it is addressed. If the 
research is not seen to be "relevant" by the intended audience, it can not have its desired 
effect. However, research must be more than relevant to have an impact. It must also 
offer evidence which is persuasive to the chosen audience and different audiences have 
different standards o f proof. Keen has used the teim "rigour" to refer to the standard of 
logic which is characteristic o f proof within a particular audience. Thus, Keen has 
concluded that without a notion o f who the audience (that is, what is relevant) it is 
impossible to know what is persuasive (that is, what is rigorous). A logical argument in 
the context of one audience may not be persuasive to another audience.
A major problem of IS research is that it has, at least, two audiences. If  it is to improve 
the practice o f information systems, practitioners must find it both pertinent and 
persuasive. If  it is to be accepted as a worthy contribution to the literature on information 
systems, IS academics must judge it to be relevant, but more importantly to be rigorous.
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Unfortunately, there is no consensus on what constitutes rigorous reseaich in the 
academic IS community. This is because there is no dominant paradigm. There are 
rather a number o f competing paradigms. Hence, evei-y IS researcher must expect there 
to be both sympathetic and hostile members within his academic audience. The situation 
within the practitioner community is equally difficult. Information systems are largely 
the products o f handicraft rather than an engineering profession. Practitioners are more 
likely than not to ignore recommended standards. It is still all too possible to profit by 
making systems which are late, which greatly exceed estimated costs, and which do not 
work. Hence, it could be argued that for the academic community standards o f rigour vary 
and that for the practitioner connnunity the meaning o f rigour is veiy ill-defined.
This chapter discusses the philosophies undeipinning IS research. It considers the major 
approaches to IS research and the standards of proof and o f evidence each requires. It 
also examines how these criteria differ from the need to demonstrate the practicality of 
the research and describes how the instrumental nature o f the study influences the 
research method used. Once this background has been provided, the chapter lays out the 
proposed method for conducting the study.
5.2 Philosophies of IS research
Most IS research depends on one o f four philosophical schools: rationalism, positivism, 
interpretivism, or pragmatism.
5.2.1 Rationalism
The starting point of rationalism or the hypothetico-deductive method is that appearance 
is umeliable. Our senses may deceive us. They do not necessarily allow us to see the 
true order which underlies nature. We can only discover the hidden causal mechanisms 
which cause sensory phenomena by means o f our own mental powers, that is by insight. 
These physical theories or laws form the substance of reasoning. The process of logical 
deduction from these first principles produces testable implication. The term rigour 
within the context o f rationalism usually refers to consistent logical deduction. This 
favours theories, laws, and models, which can be expressed mathematically because they 
can be manipulated with exactness.
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This emphasis on formal deduction does raise problems though. While the account of his 
analysis is crucial to a rationalist's argument, his means o f generating self-evident 
propositions (that is his process of induction) is somewhat mystical. There is, in fact, 
much evidence which suggests that rationalists regard induction as a special case o f 
imagination or serendipity (e.g. Holton, 1973). Intellectual intuition, as Descartes refers to 
it, seems neither objective nor teachable. (Hollis, 1994, pp. 30-32).
Another difficulty o f the doctrine o f rationalism is its incorporation of realism. This tenet 
holds that there is a single reality which is independent of our perceptions. A rationalist 
gains knowledge o f this world by using his intellectual intuition to model it in the form of 
causal laws. These laws explain reality. He, therefore, assumes a correspondence theory 
o f truth, that is the truth o f a law depends on its exact correspondence to the world 
(Tarski, 1972). Hollis (1994, pp. 34-37) has also pointed out that this accounts for the 
rationalist's tendency to confuse the necessities of thought, ideas, language, and numbers 
with causality in nature. Hence, laws do not just explain, they also predict.
In order to address this criticism rationalists advocate the testing o f their deductions by 
means o f controlled experiment. In practice though they oflen leave this step to others. 
This procedure may lead to the confirmation of a deduction and hence, may improve our 
confidence in a proposed law. On the other hand, it may lead to the denial of a deduction 
and hence, it may destroy our confidence in a proposed law.
Popper (1969) has gained much notoriety by criticizing the traditional interpretation of 
the testing o f hypotheses. If  the successful testing of a deduction by means of controlled 
experiment may increase our confidence in it, then repeated testing should verify a theory 
beyond reasonable doubt. This means that repeatability is an important characteristic of 
any experiment. Yet, Popper has argued that a theory can not be confirmed by any 
experiment because testing can never exhaust all of its possible applications. Pie has 
observed that it is easier to disprove a theory though, for this can be accomplished by a 
single negative result. Therefore, it is important that scientists produce hypotheses which 
can be refuted by experiment. An unfalsified deduction is not true, but has not yet been 
shown to be false. Therefore, our confidence in it is tentative.
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The process o f testing deductions offers problems as well. In their classic textbook, An 
Introduction to Logic and Scientific Method, Cohen and Nagel have written;
Eveiy experiment, therefore, test not an isolated hypothesis, but the 
whole body of relevant loiowledge logically involved. If the experiment 
is claimed to refute an isolated hypothesis, this is because the rest of the 
assumptions we have made are believed to be well founded. But this 
belief may be mistaken. (1934, p. 220)
O f course, the failure o f an experiment is as likely to indicate that it has been ill- 
conceived as to falsify a theory. For this reason the term rigour within the context of 
testing usually refers to the design and conduct o f experiments. This is why novice 
researchers must learn to conduct experiments which are free from fault.
There are many examples of rationalist research in the IS literature. For example, much of 
the IS research which deploys economics as a reference discipline is rationalistic in 
philosophy. Barua's, Kriebel's and Mukhopadhyay's paper "An Electronic Analysis of 
Strategic Infomiation Teclmology Investments," (1991) is an illustration of a rationalist 
approach to infomiation systems research. In this paper they have developed an 
econometric model o f competition in markets for electronic services. Their initial 
assumptions are commonsensical and their model is algebraic. From their model they 
have deduced eleven propositions. Most notably, they have predicted that there are 
incentives to IT-inefficient firms to be technological followers and that there has to be 
sufficient IT cost differences for an IT-efficient firm to innovate. They also have 
predicted from their model that switching costs reduce customers' benefits, but their effect 
on industry profit is indeterminate. However, they have offered no experimental evidence 
to support either their model or their deductions. They start from self-evident 
propositions in order to build a mathematical model of markets for electronic services. 
Their deductions are logically consistent with their initial propositions.
Another typical piece o f rationalistic IS research is Clemons' and Row's paper (1991) 
"Sustaining IT Advantage: The Role o f Structural Difference." In this article the authors 
have combined a resource-based theory o f innovation advocated by Teece (1987) with 
Transaction Cost Economics (Williamson, 1975) in order to argue that information
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systems can provide competitive advantage in two circumstances. The first is when there 
are strong first mover effects because o f rapid customer adoption, slow competitor 
response or significant switching costs. They have claimed such circumstances are rare. 
The second is when an IT-based innovation exploits unique resources which competitors 
do not have. This occurs because “IT changes the value of key resources by reducing the 
cost o f integrating and coordinating economic activities" (p. 289).
Clemons and Row have not begun from self-evident propositions. Instead, they have 
adopted two theories both o f which have an established following within the community 
o f economists. This provides a warrant for their theoretical position. However, neither of 
these two theories is mathematically expressed. Therefore, Clemons' and Row's model is 
qualitative and not so rigorous as an extreme rationalist might require. Moreover, they do 
not support their deduction with controlled experiments because it is virtually impossible 
to test economic assertions within real companies. Lee has suggested that this handicap 
may be overcome by using "natural controls" inherent in the organizations which are 
being obseiwed (1989, p. 39). However, Clemons and Row provide only brief case 
studies to illustrate the points which they make.
An even more common use o f rationalist methods occurs in IS research which proposes 
new notations for systems analysis, design or programming. Chen's paper entitled “The 
Entity-Relationship Model - Toward a Unified View o f Data," (1976) is a well-known 
illustration. In this article he has presented a notation for modelling organizational data 
and has suggested it as a tool for logical data base design. He has argued that entities and 
relationships are sufficient concepts to model the data in any computer application. He 
has shown that entities and relationships have their foundation in set theory and he has 
offered an example o f this approach which demonstrates how it can be used in database 
design.
Chen has argued that his entity-relationship model is preferable to other modelling 
notations because it allows for the capture o f semantic data which other notations can not 
and because there is a clear conespondence between the model and the real world. He is 
also at pains to demonstrate the mathematical underpinning o f the notation.
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In short his approach sees software development as a special instance o f the hypothetico- 
deductive process. Analysts create formal models o f a domain written in Chen's entity- 
relationship notation, a quasi-mathematical language. Chen does not describe how this 
task is performed. He assumes that it depends on "intellectual intuition". Using logical 
operators, analysts may elaborate these models to determine the structure of a database. 
One might argue that the case o f a project-based enterprise which Chen uses to illustrate 
his approach offers a simple demonstration o f his premise about the applicability of his 
notation.
Hence, Chen's paper illustrates a rationalistic view to research into information systems 
practice. Here he not only poses an hypothesis - entities and relationships provide an 
excellent notation for modelling organizational data and a worthy tool for logical data 
base design. He assumes that the information systems practice is a rational activity 
consisting o f devising and testing hypotheses.
In his book The Reflective Praciitioner Schdn has claimed that technical rationalism is the 
most common philosophy o f practice. He has described this simply as “problems of 
choice or decision are solved through the selection, from available means, o f the one 
[scientific theory] best suited to established ends" (1991, p. 39-40). However, he has 
argued that unrelenting application o f teclmical rationality has caused a loss of confidence 
in professionals. He has indicated that the reason for this is by concentrating on problem 
solving, practitioners overlook problem setting - "the process by which we define the 
decision to be made, the ends to be achieved, the means which must be chosen." (1991, p. 
40). Problem setting poses a particular difficulty for technical rationality because it 
depends on an agreement about ends. When the ends are confused or conflicting, there is 
no problem to solve. Schdn has proposed that a conflict of ends can not be resolved with 
theoretical knowledge, but only through a “non-technical process of framing the 
problematic situation which allows us to organize and to clarify both the ends to be 
achieved and the possible means o f achieving them." (1991, p. 41). Schdn has described 
the dilemma which this causes the practitioner who adopts technical rationality in this 
way:
In the varied topography of professional practice, there is a high, hard
ground where practitioners can make effective use of research-based
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theoiy and technique, and there is the swampy lowland where situations 
are confusing "messes" incapable of technical solution,... [When] 
professionals opt for the high ground. Hungry for technical rigour, 
devoted to an image of solid professional competence, or fearful of 
entering a world in which they feel they do not know what they are 
doing, they choose to confine themselves to a narrowly technical 
practice. (1991, pp. 42-43)
5.2.2. Positivism
In contrast to rationalism, empiricism advocates that we can only reliably know what we 
have obseiwed. Knowledge does not begin with insightful theories, but with experience. 
Conjectures arise from familiarity with phenomena. They are not pulled from the ether. 
Insight results from hours o f watching, not from serendipity. In respect to discovery 
empiricists differ from rationalist, but both do agree on the need to draw out and to test 
the implications of theories.
Positivism is an extreme form o f empiricism. Kolakowski (1968, pp. 3-9) has suggested 
four rules which characterize positivism. The first is phenomenalism which is the 
doctrine that experience is the only thing knowable. Reason is not a reliable source of 
laiowledge. The second is nominalism which is the doctrine that a theory can refer only 
to the objects o f experience. This means that abstractions such as matter and force are 
only words; they have no meaning. While theories should depict the relations observed 
among phenomena, they should not depend on models of hidden mechanisms in order to 
explain the causal relationships among the phenomena. The third is the denial o f value 
judgments. This means experience contains no qualities such as “good”, “beautiful” or 
“noble” . These are not suitable objects of certain knowledge. The fourth is naturalism 
which is the doctrine that the scientific method (i.e. empirically-based hypothetical 
deduction) is applicable to the social as well as the natural world.
Positivism overcomes one o f the major problems o f rationalism. It offers a systematic 
approach to the initial formulation o f hypotheses. This is induction which is the principle 
which allows individual perceptions to be generalized. As Hollis has written "[i]t lets us 
infer that what has been found true in Imown cases so far also holds in other cases where
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the same conditions obtain" (1994, p. 45). This means, at best, theories induced from 
observation are only probable. This raises other problems.
First, what is the warrant for the principle o f induction? Why should it be true? 
Positivism assumes that individual perception is the only basis for laiowledge. Induction 
must apply to all perception, both past and future, but individuals can not know anything 
about experiences which they have not yet had. Therefore, the principle of induction 
must rest on faith, not knowledge. (Hollis, 1994)
Secondly, obseiwations are not simply immediate, ineffable perceptions. They have 
meaning only when they can be interpreted in the light of previous experience. This 
presupposes the pre-existence o f an hypothesis. O f course, any hypothesis which directs 
obseiwation also influences what factors are observed. Hence, hypotheses constrain 
meaningful experience. (Cohen and Nagel, 1934, p. 215-217)
Thirdly, as the rationalists indicated experience may be erroneous. Our senses are 
fallible. Different observers often see the same event in contradictory ways. Instruments 
exacerbate this problem further for while they can increase our ability to observe, they 
also constrict what we can see as well. (Cohen and Nagel, 1934, pp. 215-217)
Fourthly, in practice induction is not so easy to perform. Sclion (1983) has suggested 
that induction obliges a process o f directed observation which should be seen as a form of 
experimentation. He has used the term “exploratory” to distinguish this form of 
experiment from that used to lest hypotheses. Having collected data, positivist usually 
employs statistical tecliiiiques to conduct exploratory studies o f an issue in order to 
identify potential relationships between variables (Lee, Barua, and Whinston, 1997). 
Strauss and Glazer (1967) have also offered an approach known as Grounded Theoty as a 
systematic means of guiding observation and assisting induction which is less 
quantitative. Eisenhardt (1989b) has even suggested how case studies might be used in a 
similar fashion. For a positivist propriety with which a researcher performs induction is 
the prime measure o f rigour.
The tentative nature o f induction causes problems as well. It requires positivists to spurn 
the idea o f theories as representing necessary laws. Since induction results only in
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probable laiowledge, theories represent economical expressions of patterns o f experience, 
not certain laiowledge. They simply represent relations between variables. They are 
causal only in the sense that it allows the directions of the relations to be indicated. 
Moreover, since a tlieoiy may refer only to the objects of experience, this means that no 
metaphysical constructs may be introduced to explain the mechanism which underpins 
the theory. In other words theories deal only with what relationships exist, not why they 
exist. (Lee, Barua, and Whinston, 1997, p. 110). Concepts have no meaning beyond their 
role as dependent or independent variables in these equations. Positivists do not think it 
fitting to consider the underlying nature o f reality as a rationalist does. They believe that 
metaphysics is not an appropriate subject for study since nothing worthwhile can be said 
about it. In short for positivists theories are much less rich and less certain affairs than for 
the rationalist. (Hollis, 1994) They do not provide explanation and their predictive value 
is only probabilistic.
The lack o f richness in positivistic theories causes a particularly severe problem when 
dealing with social phenomena. The essence o f social processes camiot be captured by 
looking at unidirectional cause-effect relationships (Weick, 1979). Instead reciprocally 
interacting causality should be examined to understand the individual’s views and roles. 
Understanding social reality requires insight into how practice and meanings are created 
and informed by values and norms shared by individuals working together. Positivism is 
not likely to produce such a depth o f understanding (Lee, Barua, and Whinston, 1997, p. 
115)
In particular IS researchers working within the positivist tradition examine the effects o f 
one or more variables on another. Normally they will either portray information 
teclmology as the causal factor and users as passive or they look at users as acting 
rationally when using IT to achieve some specific results. Whatever the view, according 
to Kaplan and Duchon (1988), these analyses tend to treat organisational features, user 
featuies, teclmological features, and information needs as static, independent, and 
objective rather than as dynamic, interacting constmcts. These can be evaluated 
independently and additiveiy often ignoring the social and political issues. In a similar 
vein Kraemer and King (1990) have argued:
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Supply-push views of technical developments, coupled with a rational economic 
inteipretation of managerial behavior have dominated MIS (management 
information systems) research. These explanatory perspectives have considerable 
power, and have yielded useful results. However, they do not explain the 
variance observed in the patterns and processes of adoption and routinisation of 
information technology in various tasks, or the differences in successful use of 
the technology across organizations, (p. 582-583)
Strict positivism also deals somewhat differently with confirmation than rationalism. A 
positivist researcher is not attempting to confirm a theoretical model of a phenomenon. 
Instead, he is trying to demonstrate a statistical correlation between measurable variables. 
As Pinsonneault and Kraemer (1993) have written:
...[RJesearch aimed at explanation asks about the relationships between variables.
It does so from theoretically grounded expectations about how and why the 
variables ought to be related. The theory includes an element of cause and effect 
in that it not only assumes that relations exist between the variables, but assumes 
directionality, (p. 80)
Confirmation in this case does not indicate that the proposed theory applied in each 
appropriate case, but only that the results were unlikely to occur by accident. Again, this 
means that confirmation depends on the employment o f precise statistical methods which 
determine the rigour o f confirmatory research.
This undercuts the important concepts o f hypothesis testing, repeatability and refutability. 
This situation is particularly problematic when dealing with social processes. For 
example, Antill has noted that “the very act o f installing an information system (changes) 
the situation into which it is installed. Therefore no particular ‘experiment’ can be 
repeated” (1984, p.282). Similarly, refutability is problematic when applied to research in 
the social sciences. Predictions are difficult in the social system as they may themselves 
have an effect on the outcome. Checkland (1981) has summarized Popper's view on this 
issue:
...the happenings in social systems are strongly influenced by the growth of 
human Itnowledgc; the future growth of knowledge is in principle unpredictable
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since we cannot laiow the not-yet-laiown; therefore the future of social systems 
cannot be predictable. This means that we must reject the possibility of a 
theoretical histoiy, that is to say, of a historical social science that would 
correspond to (e.g.) theoretical physics.... (p.283).
The doctrine o f naturalism which claims that scientific methods are applicable to the 
social world cause problems beyond those o f confirmation. Perhaps the most bitter 
criticism o f positivism is that it declares that much of what is unique about that world 
(i.e. values) is unlaiowable. On this matter positivists agree with rationalists because 
they both adopt the stance o f the realist, that there is a single, objective reality. Values 
are pluralistic and, therefore, subjective. Hence, Bleicher has noted:
The empirical-analytical method is the only valid approach to improve human 
knowledge. What can't be investigated using this approach, can't be investigated 
at all scientifically. Such research must be banned from the domain of science as 
“unresearchable”. (1980, p. 14)
Klein and Lyytinen have voiced their outrage at the arrogance of this point o f view:
The danger of scienticism [i.e. positivism] when applied to the resolution of 
practical problems lies in a naiTowing of problem perception to those aspects 
which are "researchable" by given scientific methods. What is not researchable is 
by definition not publishable and therefore not fundable. By a conceptual sleight 
all relevant practical problems on which good types of scientific evidence cannot 
be brought to bear ... are defined to be illegitimate as far as science is concerned.
(1985,p. 139)
Orlikowski and Baroudi (1991) have argued that positivism is the most commonly 
adopted approach in information systems research. The truth o f this assertion is unclear 
because positivism is such a catchall term. Kolakowski (1968) in his history of positivism 
has enumerated many varieties. Hollis (1994, p. 41) has noted the diversity o f ways in 
which the term positivism is handled within the social sciences. He has written that most 
broadly “it embraces any approach which applies scientific method to human affairs 
conceived as belonging to a natural order open to objective inquiry”. Clearly, this is too 
general to be in keeping with the strict interpretation of positivism rendered by
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Kolakowski (1968) for it would allow the inclusion o f rational as well as empirical 
approaches within its scope.
This confusion between positivism and rationalism also holds within the academic IS 
community. For example, Walsham has appraised much IS research as reflecting "a 
rational-economic interpretation of organizational processes and a positivist methodology 
which is based on the view that the world exhibits objective cause-effect relationships 
which can be discovered, at least partially, by structured observation ". (1993, p. 4) Klein 
and Lyytinen have expressed a similar opinion o f IS research.
At the core of scientism (i.e. positivism) is the notion that the so-called scientific 
method defines the only valid ideal of laiowledge.... The empirical-analytical 
method of science evolved from a synthesis between formal methods of reasoning 
and empiricist methods of data collection. Experimental and observational data 
collection methods provide the inputs without which formalized theory is empty 
and the methods of formalized reasoning provide the guidance without which 
data collection is blind. (1985, p. 136)
Both o f these opinions show an inclination towards Hollis' broad definition. Ilence, in a 
precise sense positivism may not be as prevalent in IS research as some authors claim. 
Nevertheless, it forms a very important school of thought.
Lederer's and Sethi's paper "Root Causes of Strategic Information Systems Planning 
Implementation Problems," (1992) illustrates an exploratory study conducted within the 
positivist tradition. They surveyed 163 information systems planners using an instrument 
which asked pi aimers to rate the severity o f 49 different problems with strategic 
information systems plaiming. The authors compiled this list o f problems from the 
academic literature on this subject. Using the exploratory factors analysis teclmique, they 
found that five constructs were sufficient to categorize the significant problems:
i. Organization problems which refer to factors associated with 
organizational strategy, structure, information needs, etc.
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ii. Implementation problems which refer to factors associated with 
carrying out the recommendations of the plan
iii. Database problems which refer to factors associated with the data 
architecture
iv. Hardware problems which refer to factors associated with information 
technology planning
V. Cost problems which refer to factors associated with the time and
expense o f planning.
They concluded by proposing a causal model which relates these five concepts. It 
indicates that organizational problems, which exist at the start o f the planning exercise, 
directly cause implementation problems and indirectly cause implementation problems 
because o f their effects on database, hardware, and cost problems. Their proposed model 
also predicts that cost problems have the largest direct effect on implementation 
problems.
Baroudi's, Olson's, and Ives' paper “An Empirical Study of the Impact o f User 
Involvement on Systems Usage and Information Satisfaction” (1986) illustrates a 
confimiatory study conducted within the positivist tradition. The authors sought to test 
three different causal models o f the relationships among user involvement, user 
information satisfaction, and system usage. The theories of participative decision making 
(Locke and Schweuger, 1979) provides the basis o f the traditional model which states that 
user involvement increases both user information satisfaction and system usage. The 
work o f Fishbein and Ajzen (1975) on attitudes and behaviors offers an alternative model 
which suggests that not only does user involvement increase both user information 
satisfaction and system usage, but system usage also increases user information 
satisfaction. Dissonance theory (Fishbein and Ajzen, 1975) forms the basis for a third 
possible model which again indicates that user involvement positively affects both user 
information satisfaction and system usage, but also that user information satisfaction 
increases systems usage.
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In order to test these three models the authors created separate instruments for user 
involvement, user information satisfaction and system usage. They sent different sets of 
instruments to 200 U.S. production managers. They calculated path coefficients for each 
of the tlnee models and tested them for statistical significance. As a result, they found the 
strongest evidence for the third model which indicates that user information satisfaction 
increases system usage.
While the studies o f  Lederer and Sethi (1992) and Baroudi et al. (1986) are academic, 
they have some bearing on information systems practice. Lederer's and Sethi's work 
warns an information systems planner that it is important to ensure that a planning 
exercise should consider organizational goals, structures, and needs. Moreover, their 
research indicates clearly that it is important that such studies are performed rapidly and 
inexpensively. Baroudi et al. 's study reinforces the conventional wisdom that user 
participation in systems development leads to higher satisfaction and increased usage. 
However, neither paper provides any concrete ideas for incorporating these insights into 
IS practice. Lederer and Sethi conclude that the most significant implication of their 
research is that strategic information systems planning (SISP) methods need to be more 
focused, but provide no advice into how this might be accomplished. Baroudi et al. 
provide even less resounding guidance concerning the implications o f their research:
Information systems practitioners may consider this study as reasonably strong 
justification for actively involving users in system development activities. Until 
further research is conducted, however, practitioners will need to continue to rely 
on experience, intuition, and the prescriptive literature for guidance in 
determining the appropriate type and degree of user involvement required.
(1986,p. 38)
Nevertheless, positivistic studies such as these promise to improve IS practice in the same 
way that clinical trials of drugs progress medical practice. By exploratoiy analysis of 
factors which may affect IS practice new causal models can be developed. Extensive 
clinical trials o f these models may confirm their usefulness in practice.
Wliile the rationalist is able to view information systems practice as a rational activity, it 
is less clear what a strictly positivistic approach to practice might be. One possible
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illustration might be Carlson's paper "Business Information Analysis and Integration 
Teclmique (BIAIT) - The New Horizon." (1979) which describes a research agenda for 
identifying common information architectures for organizations. This proposal suggests 
that it is possible to categorise the information needs and structures o f organizations by 
using a seven-dimension scheme. In a truly positivistic approach Carlson would have 
developed this scheme by means of induction. However, there is no evidence that this is 
how he discovered it. Unfortunately, Carlson did not cany out this project to a 
conclusion.
The so-called "uncommitted business model" is another version o f this approach. King 
has defined the concept to be:
...a generic model of an enterprise that can be 'expressed' rapidly in order to 
create a new information system, or application, and that can grow over time to 
cover a large area of business activity, thereby providing a repository of business 
practice and know-how. (1998, p. 381).
Megaprogramming packages, such as SAP, have made this foim o f IS practice feasible. 
These packages embody "best practice" in some area of operations, such as 
manufacturing or supply chain management. They achieve this by using standard data 
models o f the operational area. Because they are highly parameterized, they can be 
configured in a variety o f different ways at the time o f installation.
Again the idea which underlies this form of IS practice is positivistic. The development 
o f the "uncommitted business model" arises from an empirical review o f best practice in 
an industry or an operational area. Further study then identifies the small number of 
ways in which a model may be configured. Programmers then codify the data model and 
each o f the means o f maintaining it in software. The buyer can then tailor this 
megaprogramming package at the time of implementation to fit his needs.
The merit o f this exercise rests on Jonshcer's obseiwation cited in an earlier chapter:
[0]ne cannot help noticing how standardized are the informational activities 
carried out by diverse businesses. The number of billing clerks per accountant, of
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secretaries per administrator, of telephones per officer worker - indeed, 
practically any measure of the pattern of expenditure on informational activities - 
appears to be stable across industries.... There are a few different ways in which 
it [information] can be stored..., a few different ways in which it can be 
transmitted, and a few different ways in which it can be processed. (.Tonscher,
1994, p. 16).
Clearly, this approach is highly empirical because it depends on a detailed observation o f 
processes within an industry or a functional area in order to determine the "best practice". 
This procedure requires induction in order to identify patterns of information 
requirements which are common across organizations and industries. In this sense such 
approaches are positivistic rather than purely rationalistic.
The difficulties with this approach are obvious. Because software developed in this 
mamier claims to be “best practice”, it is likely not to represent any particular company's 
actual practice. In order to install standard software an organization will almost certainly 
have to change its business processes. This may not be advantageous. This approach to 
practice may be disastrous if the wrong standard is chosen. For instance, if the software 
assumes highly centralized management, but the firm which adopts it is very 
decentralized. Or if  a make-to-order manufacturer selects software which supports mass 
production. In addition IS practice based on a positivist philosophy may result in a firm 
making a tacit decision that it will not try to use its information systems as a source of 
distinguishing itself from competitors. At an industrial level this can lead to lower levels 
o f imiovation.
5.2.3 Iiiterpretivism
Like positivism, interpretivisin is strongly empirical. In order to understand social 
phenomena an inteipretivist must have a thorough knowledge o f detail. However, the 
foundations o f interpretivisin rest on criticisms of positivism, particular the doctrines of 
realism and naturalism.
Interpretivists do not believe that there is a single, objective reality which is knowable. 
Rather the world is socially constructed by means o f communities o f individuals creating 
shared meanings through interaction with one another. Consequently, our knowledge is
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an interpretation and agreed understanding. It does not serve as an explanation. Hence, it 
is subjective or more properly intersubjective. As Walsham has written “... 
[interpretivist] theories o f reality are ways o f making sense o f the world and shared 
meanings are a form o f intersubjectivity rather than objectivity" (1993,p.5).
While arguing that there is no objective physical world seems counter-intuitive, this 
assertion makes more sense in the context o f the social world. This artificial world is the 
creation o f humans and arises from their activities which are influenced by their 
intentions. Each individual perceives and responds to the world in his own unique way. 
Therefore, there is the possibility o f many different interpretations o f social phenomena. 
Hence, there must be a plurality o f interpretations, not a single one.
Moreover, researchers themselves are active in this process of creating reality and have 
their own particular standpoint or bias as do all others. Consequently, they camiot assume 
an independent role, but play a part in the phenomena under study. Researchers' 
interactions can affect the phenomena studied. This means that the concept of objectivity 
is aspirational. In practice it can not be achieved. Hence, the scientific method is not a 
suitable tool of examining social phenomena.
Interpretivist argues that positivism neglects aspects of cultural environment, social 
interaction and negotiation that could affect not only the outcome but also the conduct of 
a study. It produces studies which generate a deeper understanding o f social processes 
than the sparse causal models o f positivism. Patton (1990) has listed the advantages of 
the interpretive approach as greater attention to nuance, setting, interdependencies, 
complexities, idiosyncracies and context that such approaches give. Despite these 
strengths, interpretivist approaches have a number o f drawbacks.
First, the term itself does not actually refer to a single account o f method, but a family of 
loosely related theoretical stances. Walsham (1993) has included among speech act 
theoi-y, phenomenology, henneneutics, critical theory, soft systems methodology, 
structuration theoiy, and post-modernism. While these approaches are all subjectivist and 
critical o f naturalism, they differ from one another in a variety of ways. For example, 
speech act theory view the fundamental components o f society to be acts of 
communication between individuals who are free to act accordingly, while critical theory
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makes the M areist assumption that economic structure o f society determines individual 
action. As a result o f these differences, it is impossible to articulate one methodological 
approach to iiiterpretivism. This results in fragmentation and competing schools within 
the paradigm. Hence, the question of relevance and rigour becomes even more daunting 
for an inteipretivist researcher.
Secondly, scientists have developed teclmiques for controlling obseiwations in order to 
insure against confusing confounding influences. This is difficult to do in a social setting 
because society is not a laboratoiy. It is not so easily controlled and a single case study 
commonly yields more variables than data points which renders statistical controls 
inapplicable. (Yin, 1981)
Thirdly, interpretive studies have often been criticised as being non-generalisable 
(Orlikowski and Baroudi, 1989). The positivist generalises observations from a 
population o f instances by a careful procedure o f induction in order to create causal 
relationships. Generalisation for the interpretivist concerns the extension from the micro- 
context to the totality that shaped it. Here, every particular social relation is the product of 
generative forces or mechanisms operating at a more global level. Hence, the interpretive 
analysis is an induction, guided within a theoretical framework, from the concrete 
situation to the social totality beyond the individual case. However, the mechanisms of 
induction are poorly and variously defined. In fact it might be argued that interpretations 
aie simply the result o f intellectual intuition, just as rationalist laws. However, 
interpretivist studies are usually less ambitious in that they are more likely to suggest 
concepts or frameworks which are less general.
Fourthly, because interpretivist studies usually produce concepts which are less general 
and which aie rarely quantitative, they aie not so susceptible to controlled deduction. As 
Lee has noted, research which "performs its deductions with verbal propositions ... 
deprives itself o f the convenience o f the rules o f algebra; it does not deprive itself of the 
mles of formal logic." (Lee, 1989). Nevertheless, logical principles are difficult to master 
regardless o f the language employed.
Fifthly, the lack o f generality and the difficulty in producing deduction places a 
significant burden on the interpretivist in the matter o f verification. This is particularly
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true with respect to repeatability and falsifiability. Interpretivist research is unlikely to 
obseiwe the same set o f events occur in the same way twice. Each experiment is different. 
Consequently, it is difficult to articulate the result of an interpretivist study in a way 
which is capable o f falsification. The chief riposte to this criticism is that interpretivist 
studies intend to increase understanding, not to provide explanation or prediction. Thus, 
the valuation o f interpretivist study seems to depend strongly on depth of insight
produced and the persuasiveness o f the study.
Even though not the dominant paradigm, interpretive approaches have been used in a 
variety o f ways in information systems research (Walsham, 1995; Symons, 1993). 
Walsham (1995) has argued that since human interpretations regarding computer-based 
information systems are central to the practice o f IS and therefore to the studies done by 
IS researchers there is a need for much work from an interpretive approach.
Possibly, the best known interpretivist research is Zuboffs (1988) o f the effects of the 
introduction o f computer teclmology into the operational control o f paper mills and into 
the administration o f financial service firms. Her teclmique is best described as a rich 
case study (Walsham, 1995). In it she identifies two concepts - automating and 
infoimating. She distinguishes between them in the following maimer:
On the one hand, the [information] teclmology can be applied to automating
operations according to a logic that hardly differs from that of the ninetecnth-
centuiy machine system - replace the body with a technology that enables the 
same processes to be performed with more continuity and control. On the other 
hand, the same technology simultaneously generates information about the 
underlying productive and administrative processes through which an 
organization accomplishes its work. It provides a deeper level of transparency to 
activities that had been either partially or completely opaque. In this way 
information technology supersedes the traditional logic of automation. The word 
that I have coined to describes this unique capacity is informate. Activities, 
events, and objects are translated into and made visible by information when a 
technology informâtes as well as automates (Zuboff, 1988).
She develops these concepts by demonstrating why managers view automation as a tactic 
for increasing control over their workforce. However, she believes that they regard with
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concern the strategy o f informating. Even though informating offers a good many more 
benefits than automating it changes managers' relationship towards workers because it 
allows for increasing decentralization. This undermines managers' authority and status 
and requires them to adopt new attitudes and to learn new skills. Hence, she increases our 
understanding o f organizational resistance to IT which is usually regarded as arising from 
the workforce, not from management.
Interpretivists have adopted a special method with regard to practice known as action 
research. Bryman defines this approach as:
An approach to applied social research in which the action researcher and a client 
collaborate in the development of a diagnosis of and solution for a problem, 
whereby the ensuing findings will contribute to the stock of laiowledge in a 
particular empirical domain. (1989,p.178)
The idea o f action research arises from the work o f Lewin who believed that complex 
social events could not be studied in the laboratory, but required the researchers 
participation in the research setting. This means that a researcher does not remain an 
observer but becomes a participant within the study.
The best known example o f action research within the IS community is Checkland's work 
in creating the soft systems methodology (Checkland, 1981). Having realised that 
traditional engineering techniques were unable to deal with problems arising from social 
systems, he undertook a programme o f developing an appropriate method for this 
situation. He did this by conducting projects using action research which required 
changes in the way which organizations processed information. This led to a gradual 
refinement o f the concepts which underpinned the method as well as to the procedure 
itself. However, action research has had virtually no impact on infonnation systems 
practice in general.
Action research suffers fiom the weaknesses o f all interpretative approaches. However, it 
is a unique method and so, it has some unique problems. For example, Checkland (1981) 
points out that it can not be wholly planned or directed since the clients' problems, not the 
researcher agendum, dictates what is to be done. This raises a serious problem which is
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inherent in the ambiguity o f the term "action research". Is it meant to be action or 
research? As Sandberg puts it;
[T]he problem in many action research projects is to develop a functioning 
interplay between action practice and ... scientific practice. A strong emphasis on 
the difference between an action practice and a scientific practice brings to light 
the wealmesses in the type of action research which, in too unproblematic way, 
tries to combine the two types of activity. (1984,p. 88).
The problem arises from the incompatible characteristics of research and of practice. 
Research has a long-term perspective. It requires access to information and often results 
in generalisation. It depends on open publication o f results so that they may be debated 
widely in order to establish their merit. Practice is usually short-term. It sometimes 
requires suppression o f information and publication. It demands answers and the 
development o f local knowledge. Action research may raise ethical problems for a 
researcher because it may not be clear whether a satisfactory resolution of an 
organizational problem or knowledge in the form o f deep understanding is the goal of the 
exercise.
5.2.4 Pragmatism
Pragmatism is a philosophy which is virtually unknown in the IS community. It is largely 
the product o f three American philosophers Peirce, James, and Dewey. Peirce coined the 
word "pragmatism" to describe his own variant of positivism. However, it was James 
(1907) who applied the term to the set o f philosophical doctrines which are now called 
pragmatic. Dewey (1916) shaped these ideas into a form which makes them particularly 
relevant to the understanding o f practice.
At the heart o f pragmatism is the belief that the measure o f knowledge is neither 
explanation, nor prediction, nor understanding, but utility. James has claimed that 
theories were merely instruments for manipulating the everyday world. A pragmatist, 
according to James "turns away from abstraction and insufficiency, from verbal solutions, 
from bad a priori reasons, from fixed principles, closed systems, and pretended absolutes 
and origins. He turns towards concreteness and adequacy, towards facts, towards action." 
(1907,p.51) Hence, pragmatism, like positivism and interpretivisin, proposes that
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knowledge arises out o f experience, not reason. Yet, it does so in a radically different 
manner. Kolakowski has clarified this when he wrote:
...[PJragmatism attempts to ground our thinking about the world on a concept of 
"experience," which supersedes all "substantialized" entities such as matter or 
spirit, and treats them as secondary distinctions made with the area of experience 
itself; it also seeks to do away with unanswerable questions. But whereas, 
according to the empiriocriticists [i.e. a radical form of positivism], the possibility 
of applying a judgment effectively consisted in the fact that the judgment entitles 
us to certain expectations in the world of experience, and that it can be tested by 
the success or failure of our predictions - according to the pragmatists it is 
sufficient that we be able to "do" something with a given judgment, to be entitled 
to regard it as meaningful. (1968,p. 160)
In his book Essays in Experimental Logic Dewey (1916) has explicated this idea. He has 
observed that everyone is constantly engaged in "nonreflective" experiences. The 
significant characteristic o f these experiences is that they hang together because they are 
familiar as repetitions o f previous experiences. He has called these "immediate" 
experience. These occasions are impoverished because they do not demand cognition. As 
Plickman has written:
...[they] do not require active responses so long as they remain unproblematic.
They are simply undergone and enjoyed. They may have traits and elements that 
are isolable as the result of previous inquiries, but they themselves do not call for 
further inquiry. (1990,p. 21)
However, there are situations to which we can not react reflexively. They are 
unexpected, incomplete, and problematic. We need reflection in order to resolve them. 
They are cognitive experiences. We do not just have to consider a problem in order to 
solve it, but also in order to find “something else to get a leverage for understanding it.” 
(Dewey, 1916,p. 12.) This tool is not simply a means of resolving the problem. It is a 
means o f reorganizing the experience so as to overcome its disparity, its incompatibility, 
and its inconsistency. (Hickman, 1990, p. 21). These tools may be material, but they are 
just as frequently conceptual, such as a theoiy, a concept, or a principle. It is not
necessarily a solution because it must be tested first in order to determine whether it does
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suffice. Dewey has said that “the manner in which we judge the appropriateness of our 
chosen tools is by means of their concrete and overt application to the specific 
problematic situations for which they have been chosen. They do not stand apart from a 
situation, but enter into it.” (Hickman, 1990,p. 22).
Clearly, Dewey regards these cognitive experiences as crucial. He views our ability to 
control such situations as the definitive human skill. Thus, he considers there to be a 
direct connection between mankind as homo faber and as homo sapiens. The mechanism 
o f control is reasoned inquiry. This is the process used in experimental science. This is 
why he refers to his interpretation o f pragmatism as "experimentalism".
Schon's work on reflective practice is the most detailed examination o f Dewey's 
experimentalism in practice (1991). He has observed a number o f practitioners at work - 
architects, psychotherapists, commercial scientists, town planners, and managers. He has 
claimed that underpinning the action o f each is a similar method which they use to deal 
with situations o f uncertainty, instability, uniqueness and value-conflict. He has observed 
that practitioners often reveal a capacity for reflection in the midst o f action and they use 
this capacity to cope with the unique situation o f practice. Schon has described reflection- 
iii-action as an epistemology o f practice. This is essentially Dewey's notion of reasoned 
inquiry.
Schon has described practice in the following terms. A practitioner approaches each 
problem as a unique case. He frames the problem using some theory, concept, or idea 
derived from previous experience. These serve as instruments of investigation. When 
applied to a specific situation, they have logical implications and he must draw out the 
logical consequences o f the instrument he has chosen for the situation. This task is a 
fomi o f  experiment to discover what follows from the way he has framed the problem. 
Schdn has written
In order to see what can be made to follow from his refraining of the situation, 
each practitioner tries to adapt the situation to the frame. This he does through a 
web of moves, discovered consequences, implications, appreciations, and further 
moves. Within the larger web, individual moves yield phenomena to be
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understood, problems to be solved, or opportunities to be exploited. (1991, 
p.l31).
However, this process also creates unintended changes which introduce new meaning into 
the situation. Schon has said that the situation “talks back” and a practitioner must 
always listen and appreciate what he hears. This is the essence of the experimentalism. 
He has concluded:
In this reflective conversation, the practitioner’s effort to solve the reframed 
problem yields new discoveries which call for new reflection-in-action. The 
process spirals through stages of appreciation, action, and reapprcciation. The 
unique and uncertain situation comes to be understood through the attempt to 
change it, and changed through the attempt to understand it. (1991,p. 132)
This twist to empiricism has an revolutionary effect on the idea o f knowledge. For 
Dewey a tool which resolves a reasoned inquiry has a significance for a problem. In this 
sense it brings meaning to the situation. Again, Kolakowski has explained the view of 
meaning for pragmatists:
[A pragmatist] does not aim at merely fonnulating criteria for distinguishing 
meaningful statements from meaningless ones, and methods for determining the 
meaning of a statement; what he asserts is that the meaning of a statement is 
identical with its practical consequences, that these consequences are the 
meaning, not merely a means of arriving at it. (1968,p. 156)
Hence, Dewey has suggested that knowledge is created when a problem is settled by 
means o f employing instruments, not only in its solution, but in its formulation as well. 
This understanding o f knowledge is radically different from that o f rationalism and 
empiricism. Hickman has explained how Dewey's notion of knowledge differs from 
previous philosophers:
The world of our experiences is a real world, but a world that is in need of 
transformation in order to render it more coherent and more secure. Knowing an 
experienced world is instrumental to rearranging it and giving it form that is more 
useful to our purposes. But laiowing in this sense is not something done apart
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fi'om the world: it takes place experimentally inside experienced situations. The 
difference between knowing and other existential interactions is, in Dewey's 
temis, "not between something going on within nature as a part of itself and 
something else taking place outside of it, but it is that between a regulated course 
of changes and an uncontrolled one. In knowledge, causes become means and 
effects become consequences, and thereby things have meanings." 
(Hickman, 1990,p. 38)
Truth to a pragmatist is not an abstract mental idea. It is the outcome of an action that is 
meant to confirm or negate a proposition. James has written that "Tme ideas are those that 
we can assimilate, validate, corroborate and verify." (1907,p.201) In a world that is 
continually changing, "truth itself becomes the result of change, a consequence of 
experience and a product o f human action" (Diggins, 1994,p.l33). James has insisted that 
"truth happens to an idea. It becomes true, is made true by events" (1907, p.2Gl). Or as 
Kolakowski has written:
...[For a pragmatist ] There is no such thing as truth viewed as abstract 
conformity independent o f human intervention between a given statement 
and that to which the statement refers. Truth is nothing more but the 
usefulness the statement has for our actions, (p. 156)
Dewey has also argued that absolute certainty is illusory. The belief in necessity is 
superstitious. The construction o f theories is just a special case o f the resolution of any 
practical problem. In his later writing he even abandoned the use o f the term “truth”. 
Instead he spoke o f “assertions” being “warranted” as a result o f their utility in specific 
cases. As Sandel has written:
At the heart of his [Dewey's] pragmatism was the notion that the truth of a 
statement or belief depends on its usefulness in making sense of experience and 
guiding action, not on its correspondence to an ultimate reality that exists outside 
or beyond our experience. According to Dewey, philosophy should “surrender all 
pretension to be particularly concerned with ultimate reality” and accept the 
pragmatic notion that “no theory of Reality in general, Uberhaupt, is possible or 
needed.” (1996,p. 35)
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Quine's understanding o f tmth is even more radical. He believes "true" knowledge to be a 
"web o f belief" which is constantly changing. In his essay ''Two Dogmas o f  Capitalism^ 
he has claimed:
The totality of our so-called knowledge or beliefs, from the most causal matters 
of geography and history to the profoundest laws of atomic physics or even of 
pure mathematics and logic, is a man-made fabric which impinges on experience 
only along the edges. Or, to change the figure, total science is like a field of force 
whose boundary conditions are experience. A conflict with experience at the 
periphery occasions readjustments in the interior of the field. Truth values have 
to be redistributed over some of our statements. Réévaluations of some 
statements entails réévaluation of others, because of their logical interconnections 
- the logical laws being in turn simply certain further statements of the system, 
certain further elements of the field. Having reevaluated one statement we must 
reevaluate some others, which may be statements of logically connected with the 
first or may be the statement of logical connection themselves. But the total field 
is so under-determined by its boundary conditions, experience, that there is much 
latitude of choice as to what statements to reevaluate in the light of any single 
contrary experience. No particular experiences are linked with any particular 
statements of the interior of the field, except indirectly tlirough considerations of 
equilibrium affecting the field as a whole. (1943, section 6, paragraph 1)
In short pragmatism rejects the correspondence theory o f truth. It replaces traditional 
theories o f knowledge based on this premise with a theory of inquiry. It is not surprising 
that rationalists and empiricists criticise this position as being naive.
The implications o f this position led James to subjectivism and relativism. A theory may 
be true or false depending on the context. One should not speak o f tmth without 
reference to a situation and to a person. James' position also suggests a strong 
individualism. To the extent that “true” ideas enable us to adapt to situations, and to the 
extent that they result in greater fulfillment and satisfaction, the pragmatist regards the 
tme not only as the useful but also as the good (Diggins, 1994).
This means that:
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Piagmatisni i enounces all prohibitions referring to the assertion of any 
conviction, so long as these prohibitions are motivated by logical considerations, 
by purely intellectual requirements, or by metaphysical doctrines. We are entitled 
to believe anything at all if believing it is advantageous to us or helps us to life.
The “only reality” is success in life broadly. (Kolakowski, 1968, p. 157)
Dewey's position is more subtle. He was no more content with the idea o f subjective, than 
he was with objective, laiowledge. He understood inquiry as a social process and so 
viewed knowledge as intersubjective as, do interpretationalist. Kolakowski has 
commented:
Dewey... was not so much interested in the conditions of individual success as in 
the improvement of public life and the prospects of political democracy, and for 
this leasoii his epistemology departs from James's pragmatism in one essential 
lespect. he asseits the existence and supremacy of values that are not connected 
with individual success, but bind all men equally - in other words, the existence 
of a primary collective utility that can provide us with criteria for socially 
important choice.... [SJince questions about usefulness refer primarily to social 
usefulness, "truth" too, ceases to be a means to an individual end at a certain 
moment in a man's life, and becomes an instrument of social action; it remains 
relative as before, but relative to a broadly understood "collective interest" and 
hence preserving a permanence and intersubjective character that James's 
doctrine... could not ascribe. (1968,p. 163-164).
Ill his article “The Core of Dewey's Way o f Thinking” Burtl (1960) has suggested that 
early in Dewey's career he concluded “all human action, including thinking as an 
important part o f action, has consequences; and that the vital difference which men in 
general and philosophers especially are concerned about is whether responsibility for 
those consequences is accepted or not.” This implies that cognitive experiences are 
inherently social. Since any solution to a problem will have consequences which may 
affect a number o f people, a responsible individual must consider the effects of his 
decisions on others. Any resolution must be in the “collective interest”. The best way to 
ensure this outcome is to view experimental inquiry as a social process. This process 
amounts to a conversation among a community in order to determine the instruments 
which frame and resolve a difficulty in the best manner for the whole. This is exactly
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how science as a collective enterprise is suppose to work. Conjectures are made. Any 
member o f the community may test or criticize a conjecture. They may repeat tests. As 
long as a conjecture is not falsified, it must continue to be considered. When it is 
falsified, it can be altered and the process can begin again. Dewey's experimentalism is a 
social activity and its result are intersubjeclive laiowledge.
While Dewey's understanding o f knowledge as socially constincted addresses the concern 
that pragmatism is too ruthlessly individualistic, it does not confront the criticism that 
pragmatism is exploitative or that it overemphasises control. This judgement on 
pragmatism has arisen from several sources. The most vocal are Marxists philosophers, 
for example the Critical Theorists, Habermas (Hickman, 1990, p. 161), Horkheimer 
(1974) and Marcuse(1964), who imply that pragmatism is the philosophy of capitalism. 
Another group o f critics were the existentialist philosophers who were followers of 
Heidigger(1977). A third opponent of pragmatism is Ellul who views technology as a 
force which is out o f the control o f mankind(1964).
Hickman (1990) has argued that at the heart o f these criticisms is a misunderstanding of 
Dewey's pragmatism. The key to this misinterpretation is the assumption that Dewey 
regarded all experience as cognitive. In fact he suggested that the vast majority o f our 
daily perception are immediate - affeclional, aesthetic, social, and otherwise. Cognitive 
experiences are rather rare, but significant. Dewey would not have entirely disagreed, for 
instance, with Heidigger (1977) in saying that the world could be viewed in two opposite 
ways: one directly and aesthetically; the other as a standing reserve to be exploited. He 
would not, however, have agreed with the implications which Heidigger drew from this 
distinction.
Unlike rationalism, empiricism, and inteipretivism, pragmatism is fundamentally a 
philosophy of practice rather than research. It proposes that practice is not so much 
dependent on scientific theoiy, but rather research is a form o f practice. It manufactures 
tools which may be used by practitioners. For this reason research should arise from 
practical problems, it is not prior to them. For the products of research, that is theories, to 
be tested, they must be tried within the context o f problematic situations.
210
The only major IS reseaich which claims to have been conducted within the pragmatist 
spirit is the MARS projects. This project investigates how information systems 
development was actually carried out in practice (Lanzara and Mathiassen, 1985) and 
experimented with means o f changing working practice. This project has resulted in the 
Professional Work Practice approach to software development.
The theoretical stance o f these projects, however, is unclear in that they seem to draw 
from Heidegger's existentialism and depend on action research which arc hallmarks of an 
interpretivist position. This means that they do not profit from the intersubjectivist 
perspective which Dewey gave to pragmatism. Therefore, the Professional Work Practice 
approach opens itself to complaints that it serves IS professionals interests rather than 
users (Ivari, Hirschheim, and Klein, 1998, p. 184).
5.3 The Choice of Philosophy to Underpin this Research
If one agrees with Keen's assertion that the information systems community shares a 
belief that its research is purposive, then pragmatism seems the appropriate philosophy to 
adopt in this study. The rationalist, positivist, and interpretivist philosophies appear 
inadequate because they are concerned respectively with explaining, predicting, and 
understanding. The primary focus o f this research is utility. It seeks to affirm that a 
proposed EIS benefits management method works in a specific context. Therefore, it 
attempts to transform problematic situations.
Appraising the utility o f the method is the prime objective oF this research. Generalizing 
the outcomes of experimentation in order to offer warrants for theories, concepts, or 
principles is a secondary objective.
As this chapter has explained, pragmatism emphasises action, practice, and a concern 
with what works. Method is a means for achieving certain ends, it is purposive. 
Accordingly, the proper test o f correctness or appropriateness is the pragmatic questions: 
Does it work? Does it achieve its intended purposes? Reseller (1977,p.3) has written, 
“with particular regard to methodology at any rate, the pragmatists were surely right: 
there can be no better or more natural way of justifying a method than by establishing that 
it ‘works’ with respect to the specific appointed tasks that are in view for it” . The 
important issue is the “pragmatic” one of assessing whether the method actually works in
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practice, whether the results o f using the method realise the puiposes for which it was 
formulated. This is appropriately summed up by Reseller:
the rational legitimization of a method is not at all a question of theoretical 
considerations turning on matters of abstract principle, but is essentially practical 
in its orientation. Its success in application, its capacity to do its intended work, in 
short, its usefulness, is the decisive consideration when the validation of a method 
is at issue.(1977,p.4)
For this reason this research will adopt a pragmatic view.
5.4 Towards a Method of Pragmatic Research
The case for selecting pragmatism rather than rationalism, positivism, or iiiterpretivism as 
the philosophy for this study seems strong. However, this decision poses a severe 
problem. Because little IS research has been conducted within this paradigm, the dangers 
o f this decision are obvious. First, it is clearly for the community o f IS practitioners to 
judge the relevance o f this study. However, since the study was conducted within the 
context o f a Ph.D. program, IS researchers must also judge its relevance. The obvious 
difficulty which this should raise is the problem of satisfying two audiences, each of 
which has its own standards o f rigour. In this case the dilemma is more severe since 
there is no community o f IS researchers or practitioners who adopt pragmatism. Hence, 
there arc no recognized standards o f  rigour within the IS community as a whole. This 
does not iiieaii though that pragmatic practice and research is without precision. On the 
coiitraiy, pragmatism proposes that practice should be imbued with an exactness similar 
to that inherent in experimental sciences. The standards of rigour adopted by 
pragmatism needs to be made explicit if the results o f the study are to be persuasive to 
members o f the IS community who are likely to be familiar with other philosophies.
There are four activities which must be undertaken in a study guided by pragmatism. 
First, the tools employed in the study must be selected or created. Secondly, the 
experiment must be conducted. Thirdly, the outcomes of the experiment must be 
evaluated. Finally, an experiment may indicate the need for amending the knowledge 
which it employed. This indicates that learning has occurred as a result of the
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experiment. Schôii has recommended criteria for assessing the rigour o f each of these 
four steps.
5.4.1 Tools
One important issue for a pragmatist is how to make use o f previous experience in the 
context o f the current problem? In other words how do we come up with the propositions 
or the hypotheses to start the current inquiry? The professionals in Schon's cases drew up 
their hypotheses based on there past experiences. Under positivism, the hypotheses may 
emerge from earlier scientific work (Cuba and Lincoln, 1989). In Methodological 
Pragmatism , Reseller (1977) put forward the idea of inquiry as an input-output process. 
He proposed the use of presumptions as input to the inquiry. These presumptions are 
plausible postulations, they are not established as true, but are backed by an expectation 
that they may turn out as true if all goes well. These presumptions are validated by the 
results o f the inquiry. The inquiry process incorporates a feedback loop which reassess 
the appropriateness o f these initial, tentative, merely plausible presumptions. This cyclic 
process o f revalidation will gradually enhances the status of these presumptive theses or 
on the other hand they can be dismissed as false.
Another way o f considering this issue is to imagine the random selection o f a tool to solve 
a problem. It is unlikely that an effective tool will be identified initially using this 
procedure. However, the practitioner can not know this until he has exhausted the logical 
implications o f the tool. If  he then repeats the random selection o f a tool without taking 
into consideration anything he has learned during his first attempt, he may never solve his 
problem. Therefore, a practitioner needs to have some warrant for believing that the tool 
he has chosen will be effective in the problem that he wishes to solve. This increases his 
assurance that he will be able to alter a situation in the desired manner in a finite time.
Obviously, one fonn of assurance is the practitioner's previous experience. If he has used 
the tool before in apparently similar circumstances, he will have some reason to believe 
that it will be useful again. However, if  the experience seems novel to him, he will have 
to employ a tool with which he is unfamiliar. In these situations a tool which is founded 
in previous experience will serve as the next best thing. If it depends on or is coherent 
with theories, concepts, and principles which he already knows, it will be even more 
persuasive.
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O f course, a further test o f the appropriateness of a tool is whether it increases a 
practitioner's understanding o f a problem. Does it result in an interpretation which is 
infused with new meanings. Clearly, it must also frame the problem in such a way that It 
is capable o f being solved and that it promotes a response from the situation. If it is 
incapable o f creating a conversation which can be convergent, a tool can not be useful. 
As Schdn has indicated, a tool must “keep the inquiry moving”.
Dewey's experimental form o f pragmatism accepts the term "conversation" in a literal 
rather than the figurative sense used by Schon. A practitioner does not have a 
metaphorical conversation with a problematic situation which can "talk back". Because 
EIS are social as well as technical artifacts, the conversation is among those who are 
interested in the systems - executives and support personnel as well as developers.
5.4.2 Experiments
Obviously, experiments are at the heart o f experimental pragmatism. To Schon, 
experiment in practice is different from experiment in research. He has defined 
experiment as "any deliberate action undertaken with an end in mind" (1991, p. 146). He 
has described three types of experiments: hypothesis testing, exploratory, and move 
testing. Hypothesis testing is important to rationalist and positivist alike. It is an activity 
by which a researcher confirms or refutes a hypothesis. A hypothesis is confirmed if its 
predicted results fit with what is obseiwed. Otherwise it is refuted. Positivist depend on 
exploratory experiments which are carried out to see what happens. There are no 
accompanying predictions or expectations (hat need to be compared. Schon has described 
this type o f experiment as "the probing, playful activity by which we get a feel for things. 
It succeeds when it leads to the discovery o f something there" (p. 145).
Schdn has defined move testing experiments as:
Any deliberate action underlakcn with an end in mind is, in a sense, an 
experiment. In the simplest case, where there are no unintended outcomes and 
one cither gets the intended consequences or does not, I shall say that the move is 
affirmed when it produces what is intended for it and is negated when it docs not.
In more complicated cases, however, moves produce effects beyond those 
intended. One can get very good things without intending them, and very bad
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things may accompany the achievement of the intended results. Here the test of 
affirmation of a move is not only Do you get what you intended? but Do you like 
what you get? (1991,p. 146.)
Dewey's experimentalisni is one of move Icsliiig, not just hypothesis testing or 
exploration. It deals in affirmation and negation, not in truth and falsifiability.
In fact within an experimental method the same action may be interpreted in all three 
ways. In trying to transform a situation, the experimenter undertakes a sequence of 
moves. This is a move testing experiment. At the same time these moves also function as 
exploratory probes, stimulating feedback from the situation which may lead to other ideas 
and new perceptions. It is also hypothesis testing as the experiment starts with a 
hypothesis and attempts to confirm or to falsify it.
However, there are several differences between hypothesis testing in practice and the 
method o f controlled experiment advocated by Dewey. Schdn has obseiwed that the 
greatest difference is that the practitioner makes his hypothesis comes true. His 
hypothesis testing may involve moves that change the phenomena to make the hypothesis 
fit. The important difference between the practice and the research context has to do with 
the relationship between changing things and understanding them. The practitioner is 
interested in changing the situation from what it is to something he likes better. His 
interest in understanding is to help him in realising the change, not to explain the "true" 
workings o f natural or artificial phenomena.
Hence, the practitioner's hypothesis testing consists of moves that change the phenomena 
to make the hypothesis fit, Schdn has written "The inquirer's relation to this situation is 
transactional. He shapes the situation, but in conversation with it, so that his own models 
and appreciations are also shaped by the situation" (1983,p.I51).
Rationalists and positivist will object to this interpretation of experimental method. The 
literature on organizational experimentation proposes a hierarchy o f approaches which 
vary in degree o f rigour. (Rossi and Freeman, 1993). They are:
i. Randomised experiments
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ii. Quasi-experimental impact assessments
iii. Reflexive control
iv. Shadow control.
Randomised experiments involve comparisons between groups o f targets, randomly 
assigned either to experience some intervention or to be left 'untreated'. According to 
Rossi and Freeman, the randomised controlled experiment is the strongest research design 
for assessing the results o f interventions. It is a very effective way to rule out tlie 
possibility that something other than the programmatic change is causing any effects that 
have been observed (Weiss, 1972). However, there are some limitations. First, it is only 
applicable to partial coverage programs, that is programs which either are to be tested on 
a trial basis or are reaching only a relatively small proportion of the members of their 
intended population. Secondly, these experiments are expensive and consume a lot of 
time. Thirdly, the success o f these experiments depends veiy much on the target and 
stakeholder cooperation.
Like randomised experiments, quasi-experimental impact assessment is commonly used 
whenever there is partial program coverage. The difference is that under the quasi- 
experimental regime it is not possible to randomise targets into groups that participate and 
do not participate in the program. The comparison and experimental groups are not 
equivalent. The extent to which the comparison groups differ from the experimental 
groups must be assessed and the groups adjusted to equate them.
Reflexive controls are alternative experiments for full-covcragc programs. With fu 11- 
coverage programs, there are no untreated targets which can be used as control group. 
The targets serve as their own control.
Shadow control is at the bottom of the evaluation hierarchy. It is applicable for full- 
coverage programs and is an option to reflexive control. The evaluation depends on 
judgements of experts, program administrators and participants of the shadow control. It 
is cheap and is a traditional means o f evaluation. It is normally used to indicate a rough 
estimate of the program impact. The data for the evaluation come from these sources:
i. administrative records
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ii. observations o f project operation
iii. inteiwiews with participants
iv. interviews with stakeholders and informants on the project's context.
This study will adopt shadow control as the research design in the experiments for the 
proposed EIS benefits management method. Even though it is the least rigorous of the 
four approaches, it is the most appropriate. First, shadow control is designed for full- 
coverage programs. The EIS in this study are accessible by every executive in (he 
organisation. There can, therefore, be no untreated targets. Secondly, the study requires 
only an indication o f  whether the experiments are giving positive impact. Exact measures 
are not needed. Shadow control experiments are sufficient for this. Thirdly, there is 
limited time for the conduct o f the study. This too favours shadow control. Rossi and 
Freeman have written:
Although some theorists in the field emphasise the scientific aspects of evaluation 
and others its ad-hoc qualities, a pragmatic view sees evaluation as necessarily 
rooted in scientific methodology but responsive to resource constraints, to the 
needs and purposes of stakeholders, and to the nature of evaluation setting 
(1993.p.55).
This study does adopt a pragmatic view and this requires primarily evidence that the 
method produces satisfactory outcomes. Moreover, the time, money, and personnel to 
conduct these experiments is necessarily limited. Shadow control experiments seem, 
therefore, to provide an appropriate degree o f rigour at an acceptable cost.
5.4.3 Outcomes
Pragmatists hold experiments should be evaluated primarily on their outcomes. In
particular Schon has suggested that the chief criteria for affirming a method is to ask:
i. Has one gotten what one intended?
ii. Does one like what one got?
Every experiment will produce some change in a situation. Table 5.1 lists the four 
possible results o f any change.
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Has O ne G otten W h at One Intended? Does One Like W hat One Got?
1. No Surprise Desirable or Neutral
2. Surprise Desirable or Neutral
3. Surprise Undesirable
4. No Surprise Undesirable
Table 5.1: Possible Results of an Experim ent
{D. Schon, The Reflective Practitioner, p. 153)
In the first case the practitioner has achieved what one has intended without getting any 
unwanted consequences. In this situation the experiment has been affirmed and the 
problem solved. In the second case one has achieved a desirable outcome even though it 
is not what was intended. In this situation the experiment has also been affirmed because 
finding a suitable solution is the prime measure of success. In the third case the 
experiment has failed. It has not produced the intended result and its consequences are 
undesirable. This means that the experiment is negated and the theory, concepts, or 
principles employed are not useful in this situation. This should trigger the practitioner to 
criticize the theory in order to reformulate it. Then he can conduct the experiment again. 
This process should continue until the experiment succeeds or until the modified theory 
offers no more insight into the problem. In the latter case the practitioner must adopt a 
new instrument if  he is to succeed. This scenario should eventually work. In the fourth 
case the experiment has failed even though the outcome is the expected one. He would 
need to consider these possibilities carefully in order to alter the assumptions which 
underpin the theories. Then he should perfonn the experiment again using the revised or 
new theories. This does not directly result in revised knowledge, but may lead to it.
Any pragmatic method should provide means for dealing with each of these four 
eventualities.
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5.4.4 Organisational Learning
Schon has argued that the process o f reflective practice which he describes is common to 
good practitioners in all professions. He has said "[f]aced with some phenomenon that 
he [a practitioner] finds unique, the inquirer nevertheless draws on some element of his 
familiar repertoire which he treats as exemplar or as a generative metaphor for the new 
phenomenon." (1991, p. 268). Reflective practice, therefore, is a constant interplay 
between individual situations and generalized elements. He has claimed that these 
patterns consist of:
i. media, language, and repertoires
ii. Appreciative systems
iii. Overarching theories, concepts, and principles
iv. Roles
While every practice employs its own unique frameworks, the process of applying them is 
similar.
He has noted that there is a tendency to regard these elements as constant because they 
change so slowly. However, he has argued that this view is the single greatest limitation 
to reflective practice or experimentalism. The ability to adjust these generalized elements 
as a result o f the outcome o f experiments is critical to ensure that a method may be 
developed.
Each o f the four scenarios enumerated in Table 5.1 identifies an experimental procedure 
for solving problems. In Argyris' (1977) terms these procedures lead to single loop 
learning. However, each also offers an opportunity for organizational learning. In 
Argryis' terms this coiTesponds to double loop learning. While solving problems is the 
responsibility o f the practitioner, creating and maintaining organizational knowledge is 
the responsibility o f the researcher. In this study the research acts both as practitioner 
and as researcher.
In the first case the outcome o f the experiment is intended and it is desirable. Moreover, 
a rationalist or positivist would say that it had also not been falsified, A pragmatist 
would claim that the experiment provides a warrant for assuming that any theories,
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concepts or principles which have been employed are generalisable. The experiment, 
therefore, should increase confidence in existing knowledge.
In the second case the outcome is unexpected even though it is desirable. A rationalist or 
a positivist would say that any theories, concepts, or principles employed in the 
experiment had been refuted. A pragmatist would claim simply that the tools of the 
inquiry were negated. A practitioner has no further need to investigate the failure o f these 
instruments, but a researcher docs need to consider the reasons why the theories which he 
used did not produce the expected result. This should result in a refinement of 
knowledge.
In the third case the outcome is both unexpected and undesirable. A rationalist or a 
positivist would say that any initial theories, concepts, or principles employed in the 
experiment had been refuted, but that any revised theories which had been successfully 
deployed had not been falsified. A pragmatist would view the initial tools of the inquiry 
to be negated, but would claim that the revised tools were affirmed. However, it would 
be difficult to generalize the revised theory since there is only a single instance o f its 
affirmation. The experiment, therefore, questions existing knowledge while proposing 
alternatives which have been little tested.
In the fourth case the outcome is expected, but has undesirable consequences. In this 
situation a rationalist or a positivist would insist that the theories, concepts, or principles 
employed in the experiment had not been falsified. However, the pragmatist would lake 
an entirely different view. The most likely reason for this is that the theories, concepts, or 
principles used may be too simplistic. There are probably more complex forces at work 
than the instruments employed assume. Another possibility is that the scope of the 
theories are limited. Again, it would be difficult to generalize the revised theory.
Any pragmatic method which supports double-loop learning should incorporate a means 
of amending Imowledge as the results of experimentation.
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5.5 The Proposed Research M ethod for this Study
The final question which remains to be discussed in this chapter is how the general 
requirements o f a pragmatic method can be tailored to this study.
5.5.1 The Proposed M ethod as a Controlled Inquiry
Interpreting the proposed EIS Benefits Management Method in the light of Schon's 
explanation o f reflective practice, helps to clarify this issue. Each project is an 
experiment. Each experiment has tiuee phases. The first is to select the tools to use in 
conducting the experiment. This phase corresponds to the Benefits Identification stage of 
the method. The second is to frame the experiment. This phase corresponds to the 
Planning Benefits Realization stage of the method. The third is to execute the experiment. 
This phase corresponds to the Executing Benefits Realization Plan stage of the method. 
This pattern constitutes a controlled inquiiy.
In addition the proposed method begins by creating a framework for experimentation. It 
identifies all potential experiments. If  an organization has any existing EIS, then this step 
requires conducting a baseline study to enumerate them. If  the organization has no 
existing EIS, then this step requires the identification of a set of potential systems. This 
phase coiTesponds to the Create Baseline stage o f the method. Next, the method requires 
a means o f selecting experiments which are to be performed. This phase corresponds to 
the Select Project stage o f the method.
Finally, the proposed method has a mechanism to incorporate organizational learning. 
This phase coiTesponds to the Project Evaluation stage of the method.
Figures 5.1 and 5.2 relabels the stages o f the method in order to align its terminology with 
Dewey's pragmatic experimentalism which is the philosophy underpinning this study.
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5.5.2 Affirming the Method
The method as a whole can be seen in two lights. First, it provides the backdrop for all 
experiments. Secondly, it can be regarded as an on-going experiment itself. Like 
individual experiments, testing it must be done at two levels. First, it must be shown to 
produce the intended outcome without having any undesirable consequences. However, 
the method also is a complex tool which is intended to solve the problem of managing 
EIS benefits. Each time it is successfully employed the method is affirmed as an 
instrument. However, it may sometimes be negated. In these cases there needs to be an 
examination o f what has gone wrong. This should lead to modifications which reflect 
organizational learning. Hence, in order to affirm the method it needs to be tested in as 
many situations as is possible. However, it must also demonstrate that it can evolve in 
order to reflect changes in the theories, concepts, and techniques which underpin it.
5.5.2.1 Affirming the Identification o f  Experiments
There are two tools used in this step. The first assists organizations which already have a 
portfolio o f EIS. The tool adapted to do this was the technique which Belcher and 
Watson (1993) developed to create a baseline for EIS in Conoco. The second assists 
organizations which have no EIS in creating a portfolio of possible projects. SISP 
methods may be used. There are four categories by which each o f these tools should be 
evaluated.
The first is whether there is a warrant for using these tools. Since the research has no 
experience o f using either, the question must be what are their origins. Do they derive 
from experience? What theories, concepts, or principles are they founded on? Do they 
bring meaning and coherence to the problem? Do they lead to a solution? Do they 
encourage a convergent conversation?
The second refers to the conduct o f the experiments. The prime questions are do the tools 
lead both to the expected and the desired solutions. The adoption of experimentation 
using shadow controls implies that the answers depend on the judgements o f the experts, 
programme administrators and participants who make up the community of individuals 
who are effected by these experiments.
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The third refers to the outcomes o f the experiment. Do the tools used to identify the list 
o f potential experiments deal with breakdowns in the conversation?
The fourth refers to organizational learning arising from an experiment. The important 
issue here is to test the mechanism used for altering either o f these tools as a result of 
laiowledge gained by using them.
5.5.2.2 Affirming the Selection o f  Experiments
This step could employ many tools. One might select experiments which lead to new EIS 
or improvements in old. One might select experiments which affect EIS which are 
legally required or which have the greatest potential benefits. In this study the 
experiments will be selected using two principles. First, experiments will be selected to 
maximize the aspects o f the method which are tested. Secondly, experiments must be 
feasible to conduct within the constraints of this study. This two criteria will seiwe as the 
basis for evaluating this step although it should be recognized that this situation is 
exceptional.
5.5.2.3 Affirming the Experiments
This step actually employs three intercomiected tools all of which are frameworks of:
i. Theories o f Executive Work
ii. Benefits Models
iii. Benefits Realization Models
The framework o f theories o f executive work seiwes as an instrument for selecting the 
benefits model which should be used to frame the problem of benefits management for a 
particulai' EIS experiment. The benefits model in turn dictates which benefits realization 
model needs to be employed to guide the experiment. Each of these three frameworks and 
their component tools must be evaluated in terms of the four categories discussed earlier 
in the chapter.
The first are there warrants for using these tools. Do they derive from experience? What 
theories, concepts, or principles are they founded on? Do they bring meaning and 
coherence to the problem? Do they lead to a solution? Do they encourage a convergent
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conversation? Secondly, do they lead both to the expected and the desired solutions.
Again, using shadow controls as a means o f evaluating experiments requires that 
evaluation o f participants in the experiments. Thirdly, do the tools deal with breakdowns 
in the conversation? Fourthly, do the mechanism used for altering these tools as in light 
o f laiowledge gained by using them work?
5.6 Sum m ary
This chapter began with Keen's (1991) assertion that both the determination of the 
relevance and the rigour required o f a piece o f research depends on the audience to which 
it is addressed. This obseiwation points to a fundamental problem with IS research. The 
IS community can not only be divided into practitioners and researchers; it may also be 
categorized on the basis of, at least, four philosophies - rationalism, positivism, 
interpretivism, and pragmatism.
1
This study adopts pragmatism, specifically Dewey's (1916) version known as I
experimentalism, as its philosophical stance. This is because pragmatism is prinicuily a I
philosophy o f practice. It judges actions on the basis o f whether they were undertaken in i
a controlled manner and whether they succeed. It does not claim to create true !
explanations and predictions o f natural and artificial phenomena as does rationalism. It I
does not claim to create probabilistic predictions as does positivism. It does claim to !
increase understanding as does interpretivist investigations, only pragmatism sees this as 
a byproduct o f inquiry rather than its raison d'etre,
A  major problem with the use o f pragmatism in this study seems to be that few IS 
practitioners have used it. While Schon (1991) offers a clear description o f the standards 
o f rigour for pragmatic studies, there are few in the IS community who will recognize 
these standards. Therefore, this chapter identifies the four major areas where standards 
exist - tools, experiments, outcomes, and learning - and it explores the standards for each 
areas.
Finally, the chapter describes the EIS Benefits Managment Method proposed in Chapter 4 
in terms o f Dewey's pragmatism. This makes clear the central role which experimentation 
plays in the method. Each EIS project is an experiment. The method begins by 
identifying all potential experiments and then selecting one to perform. Each experiment
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consists o f four steps: select a tool; frame the experiment; conduct the experiment, 
evaluate the experiment.
The next chapter describes the implementation o f the study which was conducted based 
on this philosophical approach. Experiments were conducted in several public 
organisations in Malaysia in an effort to affirm the utility of the proposed EIS benefits 
management method.
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CHAPTER 6:
CONDUCT OF STUDY
6.1 Introduction
This research consists o f three field studies within several public organisations in 
Malaysia. The first was a study o f executive work. It examined the daily activities of 
executives. The objective was to validate the categorisation of executive work proposed 
in Chapter 2. The second was a baseline study o f EIS use. Both studies took place for 
twelve weeks, from 4th March to 29th May 1997. The third tested the proposed benefits 
management (BM) method. It began in June 1998 and is ongoing. It analysed existing 
EIS applications and experiments.
6.2 Executive work study
The study o f executive work required two stages. The first stage was a pilot study done at 
the University o f Surrey. The second occurred in three public organisations in Malaysia; 
the Selangor State Government; the Ministry o f Agriculture; the Prime Minister’s Office. 
All three organisations had EIS. The researcher knew the executives in the Stale 
Govermnent and Ministry o f Agriculture. As for the P.M .’s Office, the researcher has 
been one o f the staff since 1985.
The empirical evidence regarding the nature of executive work suggested Minlzberg’s 
(1973) categories were the most comprehensive. In addition several researchers have 
replicated his work and reached similar conclusions. Therefore, the approach that 
Mintzberg adopted in conducting his research seemed an appropriate means o f verifying 
the relevance o f the taxonomy o f executive work.
The study tried to mirror the work done by Mintzberg as closely as possible. However, 
observing the executives directly in their offices was not possible. Obseiwation had to be 
indirect, that is the researcher sat outside o f the office in order to record the activities. 
Diaiy studies and inteiwiews with the secretaries and other supporting personnel 
complemented the obseiwations. In all tluee cases the executives' secretaries helped to
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build a more complete picture of the activities that took place. The researcher also 
intei*viewed as many o f the people who met with the executives as possible. Following 
Mintzberg, the preliminary data collected prior to the observation included: the 
executives’ previous appointments for the past one month taken from their diaries; 
infoimation about the organisations such as structure charts; their objectives and 
functions; information about the executives ( from publications as well as through a 
profile database). All these aided the researcher’s understanding o f these executives and 
their responsibilities. The past one-month diary entries indicated whether the one-week 
activities were typical. The organisation chart and information on objectives and 
functions gave insight into the executives’ responsibilities and provided an understanding 
o f the executives’ environment. Descriptions of the executives gave a detailed account of 
their personal background, experiences, and interests. These gave the researcher a deeper 
appreciation of the.men.
The data recording method was Mintzberg’s. There were three types of records: the 
chronological, the contact, and the mail. The chronological records were recorded on 
pre-prepared daily observation forms. They noted times and basic activities designed to 
provide data concerning the working day. They showed, at a glance, the distribution of 
the different activities. The details recorded were:
i. activity
ii. time start
iii. time finish
Unlike Mintzberg who categorised the activities at this stage into meetings (scheduled 
and unscheduled), deskwork, telephone call, and tour, this study recorded the activities 
without categorising them. The researcher opted for this so that information about these 
activities would help her in categorising the executives’ roles in the contact record. The 
researcher also recorded the starting and finishing time for each activity. This differed 
from Mintzberg who recorded only the start time and put in the duration for each of the 
activities. The researcher found it easier and more systematic to record both times and to 
calculate the duration later. The activity record was begun each day by filling in each
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activity from the diaiy. Then observation led to the completion o f time and duration. For 
events that took place away from the office, officers who accompanied the executives co­
operated. Flowever, when this was not possible, the diary provided the actual timing. The 
chronological records led to more detailed contact records.
The contact record described each verbal contact. These could be in the form of 
telephone calls, scheduled and unscheduled meetings, functions and ceremonies, tours 
and other activities where the executives came into contact with others.
There were several differences from Mintzberg in the recording o f the contact record in 
this study. Mintzberg had coded basic information of each contact activity such as the 
medium o f contact (call, meeting, etc), purpose, participants, initiator, duration and place. 
The researcher, however, had included two more items to the contact record and changed 
the type o f information recorded under two of the items. The reason was that Mintzberg 
used the contact records as one o f his information sources in producing the managerial 
work categories. The researcher, on the other hand, tried to use this categorisation to 
describe the roles o f the executives in each of their contact activities.
The two additional items are influence type and role type. There are two categories of 
influence, informational influence and normative influence. The researcher based this 
categorisation on Clapper and McLean (1991) who have viewed group-work from an 
influence processing perspective. Clapper and McLean have based their categorisation 
on Deutsch and Gerard (1955) who have defined normative influence as "an  influence to 
conform with the positive expectations o f another” and informational influence as " an 
influence to accept information obtained from another as evidence about reality” . The 
basic premise underlying informational influence is that the ideas themselves are the 
influencing factor not the originator of the ideas. On the other hand, normative influence 
arises from the status o f the originator of the ideas. Informational influence varies with 
the level o f knowledge an individual has on the subject (Patel and Gordon, 1959). The 
more knowledgeable he is , the less susceptible he is to informational influence. 
Normative influence varies with the relationship an individual has with the source of the 
idea (Deutsch and Gerard, 1955). Higher authority exercises more normative influence.
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The information on influence type should give a better understanding o f executive work 
and it should help the researcher in determining the role type o f each activity.
For the role type, the researcher followed Mintzberg’s ten categories o f executive work. 
The researcher analysed each activity based on the information she gathered and assigned 
it to the most appropriate role.
The two items that the researcher has defined differently from Mintzberg were, medium 
and participant. Mintzberg has defined medium more as activities such as telephone 
call, meeting, and tour. The researcher, on the other hand, defined medium as the 
information channel or the media by which the interaction took place. These may be 
telephone, face-to-face or written documents. These should provide information on 
how the executives acquire information.
Mintzberg has recorded under participant, the actual person involved in the contact 
activity. They may be the manufacturing manager, controller, etc. The researcher has 
instead defined participant in terms of their relationship to the executives. The 
participant may be a superior, a subordinate, or a peer (Adam and Murphy, 1995). In the 
study o f the PM, it was thought to be more meaningful for the participants to be classified 
as executive, legislative, partisan, citizens, and those from abroad (Neustadt,1960). To 
have this type o f information should assist the researcher in determining the role type for 
each activity.
Taking all these items, the details recorded under the contact record were:
i. activity
ii. pmpose
iii. initiator
iv. participant 
V. m edium
vi. influence type
vii. role type
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viii. duration
ix. place
Contact activities cover all scheduled and unscheduled meetings, telephone calls, 
briefings, ceremonial duties, visits and tours. The purpose of the activity indicates reasons 
for it being undertaken. Initiator describes the party which provided the stimulus for the 
contact, the executive or the other party.
The researcher completed most contact records at the time of observation with the help of 
the secretaiy and other relevant officers. Most of it was straightfoi-ward. However, 
categorising the role sometimes needed further background work. Determining whether 
the influence was informational or normative also posed a problem. Without talking to 
the participants after the activities, assumptions had to be made based on the status o f the 
participants. The knowledge o f the secretary and other support personnel was often 
helpful in these matters.
The mail records detailed the nature o f the conespondence received and generated by the 
executive. Mintzberg recorded the response as each piece of mail was received. Did the 
executive read or just skimmed tlnough it? In this study, without direct obseiwation, the 
reseaicher assumed that the executives read all the mails. This was reasonable as all 
correspondence went tlnough a senior officer who filtered them. Hence, the executives 
received only relevant mails. Details recorded under the mail record were:
i. form o f mail
ii. purpose
iii. subject
iv. sender (incoming mails) or recipient (outgoing mails)
Incoming and outgoing mails required separate forms. Mails took the form of letters, 
reports, minutes, and publications. Following Mintzberg, the purpose o f a letter was 
either for requests or for information. Status requests are those made to the executive due 
to his position, for example asking him to give a speech. Authority requests are those
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made to the executive because he has the power to decide. Information covers all mails 
that provide some information to the executive. These are general reports, project 
proposals, ideas, events, reports on operation, problems and reference data. Subject is the 
topic o f the mail and sender is the person or organisations sending the mail.
6.2.1 Pilot study- University o f  Surrey
The researcher conducted a pilot study by observing the activities o f a senior lecturer in 
the Department o f Computing. It occurred from 10 to 12 February 1997. The purpose 
o f the pilot was two-fold. First, the full study was to observe very top executives. It was 
important to get the data collection right, the first time. It would be very difficult to get 
access to them again. A pilot study would reveal some possible problems that might 
arise. Corrective measures could then be taken in the actual study. Secondly a pilot could 
familiarise the researcher with the recording o f the results. This was significant because 
the researcher has made some modifications to the Mintzberg’s methods.
The researcher recorded the daily activities o f the lecturer by using his diary, obtained 
tlirough the secretaiy. To supplement this, the researcher obtained records of the daily 
activities from the respondent. This helped in revealing the unscheduled activities. The 
researcher recorded all these daily activities onto the chronological record form. For the 
contact and mail records, she obtained additional information such as incoming and 
outgoing mails and agenda o f meetings through the secretaiy. With the information the 
researcher recorded the contact and the mail record forms. During the tlnee days, there 
was no outgoing mail, hence there was no outgoing mail record.
At tlie end o f the three days the researcher interviewed the senior lecturer in order to 
complete the forms. She checked the clnonological records with those kept by the 
respondent. She then checked the contact records where she verified the assignment o f 
influence and role types for each o f the contact activity.
The researcher then had further discussions with the respondent to look into the problems 
that arose and the possible lessons that could be learnt before the full study. Assigning the
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influence and role types were the source o f most problems. The reseaicher found that 
unless the pmpose and the background o f a meeting was known and background 
information o f the participants was available, it would be difficult to categorise the role of 
the executive and the type o f influence he has. Unless the secretaiy is able to provide the 
necessaiy information, a detailed interview would have to be arranged with the 
executive.
After the pilot study, the reseaicher modified the contact record form to include the 
purpose o f activity and initiator so as to have a more detailed picture. The information 
would also helped to determine the influence and role types.
6.2.2. State Government
The executive obseiwed in the state govenimenl was the State Secretary, the most senior 
civil servant in the state. He is responsible for all the government departments at the state 
level and all state agencies which include the state development corporation, and all 
business joint ventures where the slate is the majority shareholder. Above him is the 
Chief Minister. Being a federal officer he is also answerable to the Chief Secretary to the 
government. The State Secretaiy also has a unique function. He is responsible for all 
programs and activities o f the Sultan (state’s ruler).
Prior to the study, the researcher met with the State Secretary to explain the background 
and objective of the study. He granted permission to observe his work activities for a 
week. The obseiwation period was from the 24th of March to the 29th of March, 1997. 
The researcher sat daily in the secretaiy’s office throughout the week recording the 
activities and filling in the contact forms. Sitting in the secretary’s room gave the 
researcher opportunities to meet and to talk with the various people who met the State 
Secretary. During the observation period, there were nine activities that took place away 
from the office. In four o f the activities the accompanying officials confiimed the details. 
For the remaining five, the executive’s diary provided the details. Although there were 
times when the executive was away for a few hours, the researcher used the opportunity 
to gain background information on past and future activities listed in his diary. The 
researcher did this by talking to the secretary and reading through relevant documents.
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Eveiy afternoon, the researcher had access to all non-confidential letters received for the 
day and copies o f letters sent out. The researcher read all these letters and coded the items 
into mail records. The secretary provided necessary details o f confidential letters.
The researcher interviewed the State Secretary a week after the obseiwation period. He 
had to cancel an earlier appointment because of other urgent matters. The interview 
lasted for twenty minutes during which the executive clarified his role in palace 
activities and his relationship with the politicians in the state.
Appendix 2.1 shows the chronological and contact records of the State Secretary.
6.2.3 Agriculture Ministry
The secretary general o f the Agriculture Ministry was the subject o f the second study. 
The secretaiy general is the most senior public officer in the ministiy and is answerable to 
the Agriculture Minister and the Deputy Agriculture Minister. He has two deputy 
secretaiy-generals. The researcher had a brief appointment with him to explain the 
objective o f the research and obtain his pemiission to be observed.
The one-week observation period began on 8 April to 15 April, 1997. With the co­
operation o f his secretary, the researcher sat in the secretary’s office for most of the time 
the secretary-general was in his office. However, there were times when this could not be 
done. Nevertheless, co-operation from the secretaiy in noting down the events as they 
occuned into the chronological record and explaining them later did not affect the 
results. There were several occasions on which the researcher was able to observe the 
activities directly. One was when the secretaiy-general came out to discuss his programs 
for the day with the secretaiy. Another was an unscheduled meeting with his deputy 
who was in the secretary’s room at the time.
The researcher interviewed the secretaiy-general after the observation period. The 
interview lasted for more than fifty minutes. The interview also asked questions on the 
use of the EIS. The secretaiy-general explained the issues discussed with the minister and
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gave a lengthy description of the conference that he had attended during the observation 
week.
Appendix 2.2 shows the chronological and contact records of the Secretary-General.
6.2.4 Prime M ini si er \s Office
The executive chosen for the study in this office was the Prime Minister himself. The 
observation period was also a week starting from the 21st o f April to 26th o f April 1997.
Each day, the researcher indirectly obseiwed the P.M. except one day when the P.M. was 
away visiting a state. The electronic diary kept by his secretaiy provided records of his 
activities. It also offered the basic chronological record: the name of visitors for the day, 
the purpose of their visits and time of visits. Similarly the researcher recorded information 
on scheduled meetings, visits, receptions and ceremonial functions. Observation gave the 
actual time and duration of events and revealed other unscheduled activities that took 
place. These included unscheduled meetings with specific ministers or officers and 
telephone calls that the P.M. made or received. For the one-week obseiwation, there were 
21 activities that took place away from the office. Supporting officers who were present 
at events provided details o f all activities that took place away from the office. The 
researcher recorded all o f these in the chronological record. Unlike the two previous 
executives, the researcher was able to record P.M .’s evening activities. His house 
assistants recorded the information on his evening work.
The researcher spoke with the secretary during lunch breaks and after office hours in the 
evening. In total the discussions lasted for an average of 45 minutes per day. The secretary 
provided documents pertaining to meetings and discussions during the day for further 
understanding. For most of the scheduled activities, the secretaiy furnished the 
information. She gave backgrounds of visitors who came for the day, circumstances for 
the meeting such as who initiated it and for what reason. However, the secretaiy did not 
know the background for many of the unscheduled activities. In these cases, the Assistant 
Principal Private Secretaiy provided the details. These allowed the contact form to be 
completed. The researcher had fewer opportunities to talk with the people who came to
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see the P.M. than with the previous two executives. She only spoke to two of the 
visitors.
Daily in the evening, the researcher had access to the mail received for the day and copies 
o f mail sent out. The researcher read these in the presence o f the secretary. The 
researcher could not take any mail away. She could not read letters marked ‘secret’. For 
the observation period there were five such letters. The secretary provided brief details of 
these letters.
The researcher had an interview with the P.M. asking him about his work in general and 
his views and utilisation o f the office computer system. The researcher taped the 
interview which lasted for 35 minutes.
Appendix 2.3 shows the clnonological and contact records of the P.M.
6.3 EIS Baseline Study
The study to establish an EIS baseline in these tlnee organisations occurred in the same 
period as the executive work study. The objectives o f this study were:
i. To identify all existing EIS applications
ii. To determine the extent o f use of each application
iii. To evaluate user satisfaction with each application
iv. To enumerate the benefits o f each application
The researcher adapted her approach to this study from Belcher’s and Watson’s (1993) 
similar project in Conoco. The researcher and her supervisor decided that it was 
unnecessary to conduct a pilot study since there was to be little deviation from the 
original work at Conoco and moreover, there was no equivalent site for the study. 
Utilising the Conoco study did raise several issues. Conoco is a private, profit making 
organisation, while this study was on government organisations. Basic objectives and 
policies are different. Conoco is an American company based in an advanced and well- 
developed economy. The government organisations in this study are in Malaysia, a
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developing country. There are clearly cultural differences between them. However, there 
were several reasons that these differences did not matter. First, the baseline study was 
an evaluation o f EIS in the organisations. In Conoco, it was also an evaluation project. 
Second, both studies looked into the whole portfolio of projects. Third, the objectives of 
the project in Conoco were to identify: the users o f the system; user requirements; low- 
value applications; applications that should be enhanced or added; a cost benefit analysis. 
These mapped nicely with the objectives of the baseline study. Fourth, the methods used 
in the Conoco project were not dependent on any unique organisational characteristics. 
Organisational and cultural factors did not seem to play very major roles here. Hence, the 
researcher could employ the methods o f data gathering in the Conoco project for her 
baseline study with few modifications.
The major sources o f information in the baseline study were interviews, systems’ 
documentation and utilisation data. There were three groups of interviews in each 
organisation. First were the interviews with the EIS executive users. The interviews were 
in a semi-structured manner. There was a list o f questions for the executives but the 
researcher encouraged discussions providing additional relevant information, comments, 
and opinions. The main objective o f these inteiwiews was to learn about executives’ use 
o f EIS and their perceived benefits o f it. The inteiwiew questions came largely from the 
Conoco study. The changes made included:
i. deletion o f two questions which were irrelevant to the organisations (these questions 
were specific to Conoco);
ii. addition o f four new questions - one was considered preliminaiy to the interview, 
another question dealt specifically with benefits from the EIS applications, another 
question on whether EIS have change the way executives work, and another was on 
improvements to the EIS.
For the preliminary question, the researcher felt that it was good to start the interview by 
asking the executives about their usage o f the EIS. The question on benefits of the EIS 
was important as it would make the executives state explicitly the benefits they perceived.
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from the EIS. The researcher included question on EIS improvements in the hope that it 
would help to identify the present failings o f their EIS.
A few more changes were made to the questions after validating them with three local IS 
personnel. These changes were:
i. deletion o f one question;
ii. replacing one specific question with one which is more general.
The deletion occurred because one question was redundant. The new question on the EIS 
benefits made the question on productivity advantage which was in the original 
qiiestiomiaire redundant. The original questiomiaire had asked about features on data 
handling procedures. It was thought that it was better to ask about EIS features in 
general.
The questionnaires are in appendix 3.1 to 3.3. The researcher adapted these questions 
further for her interview with the P.M.
The second set o f interviews were with the IS support group and the executives’ 
supporting personnel. These interviews gave further information on the use of EIS by the 
executives. Executives sometimes requested the EIS information through the support 
group. The interviews were semi-structured with some questions validating the 
information given by the executives. The researcher prepared these questions during the 
study period. This second set o f inteiwiews was conducted as the support group was in 
charge o f promoting the EIS use.
The third set o f interviews was with the EIS development group. The development 
group differs from the support group in that the former is responsible for developing and 
maintaining the EIS applications. The support group is responsible for promoting the EIS 
and training the users and in some cases helped to retrieve information for users. The 
objective o f these interviews was to get information about each of the EIS applications.
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These intei*views asked details of each application. The interviews helped to complete the 
information and to clarify the data obtained from the various documentations.
For the project in Conoco, the researchers were able to gather the required information 
tlnough interviewing key EIS users (e.g. department heads, users o f critical data, 
frequent users). In this study, the researcher needed to interview the support group as the 
group has valuable knowledge on the use o f EIS by executives. The development group, 
on the other hand, had detailed knowledge o f each EIS application. Hence, the necessity 
to have the tliree- tiered interview structure.
In addition to the interviews, the researcher studied the documentation on each o f the 
applications. Among the information gathered was the objectives, the functions and 
features and the software used.
The Conoco study started their valuation o f the EIS by looking at the usage statistics. The 
state government and the Agriculture Ministry did not document any utilisation figures. 
The researcher could only estimate these figures by means of information gathered in the 
interviews. The application reviews done for each application in these two organisations 
thus did not show the frequency o f access.
Besides the formal interviews there were numerous informal discussions on the use and 
benefits o f the EIS applications in these three organisations.
6.3.1 State Government
The initial contact with the IS Unit in the state government was in the form of briefing 
by the Assistant Director o f the Unit. The briefing ended with a demonstration o f the 
applications. The researcher had access to the Unit’s documentation room and she spent 
several hours on subsequent visits looking through the documentation. The 
documentation gave details o f all the applications. The IS unit had developed several 
major databases. From these databases the unit had extracted some information and 
developed the EIS applications. Since the effort was quite recent (mid-1996), there were 
few applications developed.
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To gather the extent o f use, the researcher conducted several interviews with three 
different groups within the organisation. These were the executive users, the support 
group and the development group.
With the executive users the researcher had interviews with:
i. the State Secretary which lasted approximately for forty-five minutes.
ii. the State Financial Officer lasting approximately one hour.
There were seven senior officers meeting the definition o f executives used in this 
dissertation within the organisation. The first two were the Chief Minister and his 
deputy. Next were the State Secretai*y , the State Financial Officer , the two Deputy State 
Secretaries, and the state Legal Adviser. The Chief Minister is a user o f the EIS but he 
was away throughout the study period. His deputy is not a user o f the EIS applications. 
The two deputies to the state secretary have not used the EIS even though they have the 
facilities. The researcher was unable to interview the legal adviser because of his busy 
schedule. Taking the total executive population, the researcher only managed to 
interview 29% o f them. This however increased to 50% if  only users o f the EIS were 
considered.
These inteiwiews used the earlier validated interview questions.
Among the support personnel, the researcher had:
i. an inteiwiew with the special officer to the State Secretary. The interview lasted for 
approximately fifty minutes during which the special officer described the nature of 
information which was normally requested by the State Secretary and highlighted the 
problems with the EIS.
ii. two interviews with the secretary to the State Secretary lasting approximately thirty 
minutes each.
240
The researcher interviewed the secretaiy who handled much o f the State Secretaiy’s 
activities. The secretaiy had suggested the inteiwiew with the special officer as he was 
responsible for much o f the State Secretary’s information requirement.
The researcher also had a number o f unstructured interviews with members of the EIS 
development group, concerning details o f the EIS applications. These were:
I
i. a series o f inteiwiews with the Assistant Director (a statistician) who is the informal
leader o f the group. The interviews gave insights into the usage o f the applications, I
i
the problems and future plans of the Unit.
ii. a series o f interviews with tlii'ee other members o f the group who are all systems 
analysts. The inteiwiews gave details o f the EIS.
iii. a short interview o f about twenty minutes with the EIS manager. The interview 
highlighted the popular applications.
Using the information gathered through the inteiwiews, documentation studies and many 
informal discussions, the researcher prepared review form for each application.
Appendix 4.1 shows the applications review.
6.3.2 Ministry o f  Agriculture
The study in the M inistiy o f Agriculture started with a meeting with the IS manager. It 
was a long meeting which lasted for nearly two and a half hours. The meeting 
highlighted the background o f the IS Unit and the events leading to the development of 
the EIS. A brief demonstration o f the available applications followed. The Ministiy 
assigned a senior analyst as the reference point for this study.
As in the state government, the researcher conducted several interviews with the 
executive users, the support group, and the EIS development group.
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With the executive users, the researcher held a series of interviews with:
i. the Secretaiy-General which lasted for thirty minutes.
ii. the Deputy Secretaiy-General lasting for more than an hour. The interviewee talked 
extensively about the benefits o f the electronic mail.
There are five senior officers meeting the definition of executives within this research in 
the Ministiy. They are the Minister, the Deputy Minister, the Secretary-General and two 
Deputy Secretary-Generals. The researcher only interviewed two o f the executives. 
Attempts to interview the Minister and his deputy were not successful. Both had veiy 
busy schedules as Parliament was also in session during the period. The researcher 
decided not to intendew the other deputy Secretaiy-General as he had just been 
transfeiTed to the Ministry and had yet to use the EIS.
The intei*view questions were the same questionnaire used in the state govermnent.
For the support group, the researcher held inteiwiews with:
i. the secretaiy to the Secretary-General. The 40 minutes interview indicated that the 
Secretary-General is a very active user o f the EIS.
ii. an interview with a systems analyst responsible for user training. The interview 
lasted for approximately an hour and a half. Substantial information on user 
feedback was obtained through the inteiwiew.
The researcher also held inteiwiews with the IS development group. These were:
i. with the senior systems analyst who gave detailed accounts of the applications and
problems o f utilisation;
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ii. with two systems analysts who filled in some o f the missing gaps in the information 
collected.
The documents studied included: systems documentation of the applications; summaries 
o f each application; the EIS user lists ( access to the EIS was also given to other middle 
managers) ; a report o f user feedback; the problem log.
From the information gathered, the researcher prepared application reviews for each of 
the EIS application in the Ministry.
Appendix 4.2 shows the applications review.
6.3.3 Prime M inister's Office
Since the researcher had previously worked in the IS unit with this office, she needed no 
briefing. However, a meeting with the Unit Director highlighted the developments that 
had taken place during her absence. Compared to the other two organisations, the PM ’s 
offiee has a very well developed EIS with a more extensive set o f applications. All 
executives and middle level managers in the office have access to the EIS. The researcher 
followed the technique developed in Conoco more precisely in this case. First, the 
researcher collected the EIS usage statistics. The statistics were for a five year period, 
1993 to 1997. They included the frequency:
i. o f EIS use by each user by month;
ii. o f use o f each EIS application;
iii. o f use o f each EIS application by user.
The statistics gave information on which application were used and who was using each 
application. At the same time, the P.M .’s Deputy Principal Private Secretary made 
arrangements for an interview with the P.M. The researcher gave samples o f the interview 
questions to the IS Unit Director. Three senior analysts then tried out the questions. The 
Deputy Principal Private Secretary received the questions for further refinement. She 
made several corrections, particularly to terminology. The changes included:
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i. Replacing the term EIS with computer information system. The PM had always 
refer to the EIS as just computer information system.
ii. Questions regarding the PM ’s views on computerisation in general were added. This 
acted as preliminaries to begin the interview.
iii. Three questions were deleted. One question was on whether he has extracted
information from the data bases. The PM was thought not to be able to understand it. 
Fuithermore the answer can be obtained through the support group. The second 
question was on the role o f EIS as the office's information transmitter to others and 
the third question was on whether the EIS can be the vehicle for the office's future
applications. It was thought that all these would be covered under his views on
computerisation.
The researcher then gave the questions to the Principal Private Secretary for submission
to the P.M. prior to the inteiwiew. The researcher conducted the inteiwiew with the P.M.
near the end o f the study.
The researcher held other inteiwiews with:
i. the Principal Private Secretary to the PM which lasted for one hour;
ii. the Deputy Principal Private Secretaiy to the PM. Being a former director of the IS
Unit, the inteiwiew took approximately two and a half hours;
iii. the special officer to the PM which lasted for forty minutes;
iv. the press officer lasting approximately one hour;
V . two special function officers which lasted for thirty minutes and twenty-five minutes
respectively.
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These interviewees were support officers to the PM and were users themselves as well. 
They received two questionnaires - one on the EIS use and another on their supporting 
roles.
For the specific support group, the researcher had interviews with:
i. the librarian which took approximately one hour;
ii. the secretary which lasted for thirty minutes (The interview was only for
clarification as informal discussions pertaining to the PM ’s use o f the EIS had been
done frequently);
ii. the user support manager which took approximately one and a half hours;
iv. the operations manager which took approximately forty-five minutes.
There were numerous discussions and interviews with other IS personnel. These 
interviews were unstructured and sometimes took the form o f infonnal discussions. These 
included a series o f discussions with:
i. the director o f the IS Unit;
ii. the programmer responsible for documenting the usage statistics;
iii. all tluee systems analysts in the office automation group;
iv. a systems analyst from the operations section (he is frequently asked to design ad 
hoc applications);
V. two systems analysts in the development section.
Finally the researcher prepared reviews o f each EIS application. These gave details of 
each EIS application. Important information gathered from the review is the purpose of
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the application and its tangible and intangible benefits. The application reviews helped 
substantially in categorising the benefits o f each EIS application.
Appendix 4.3 shows the reviews for applications in the P.M.'s office.
6.4 Affirming the EIS Benefits Management Method
The purpose o f this study was to affirm the proposed EIS benefits management method in 
practice. Initially, the researcher intended to include all three organisations in this study. 
However, during planning o f the study, it became apparent that a veiy detailed 
understanding o f the characteristics o f the various EIS users and also o f the organisations 
was necessaiy. This would require a considerable amount of time. But time was a major 
constraint for the researcher. Within the available time, it was only feasible to use one 
organisation. The researcher selected the PM ’s office because o f her experience with this 
organisation and because o f the office’s extensive use of EIS.
The baseline study has revealed that there were a total o f 33 EIS applications in the 
office. Mapping these applications to the six categories of executive work described in 
Chapter 2, nearly 70% o f the applications were under the learning category. The rest 
were distributed under satisficing, sensemaking and persuading. To choose the 
applications for the affirmation, the researcher decided on the following strategies:
i. select application from different categories;
ii. select applications from different phases of development;
iii. select similar applications which were viewed differently.
Taking applications from the different categories would help to affirm the different 
benefits realisation models of the proposed benefits management method. Applications 
from different phases would affirm the applicability of the method tlnoughout the 
process. Selecting applications from the same categoiy but viewed differently i.e. one is 
considered more beneficial than the other would help to explain the success factors for 
applications in the category.
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With these criteria as guidelines and after discussions with the IS Director and the EIS 
Support Manager, the researcher selected some applications. The researcher finally chose 
the Quran , BERNAMA news-on line service, the external trade, the decision tracking 
and the electronic meeting applications.
The Quran application is a persuading application. It is categorised as such since it is 
mainly used to increase the influence and persuasive power of its users. The P.M. who is 
the main user o f the application, uses it to maintain his credibility and reputation among 
the Muslims inside and outside the country. The application could affirm the causal 
factors for persuasion. Moreover, there are few persuasion applications in EIS literature.
The BERNAMA news-online is a learning application. Users scan the application reading 
tlnough news and events that are happening around them. They scan through the system 
without looking for any specific information. Since users have found it beneficial, it 
could affirm the causal factors for learning.
Similarly, the external trade application is also a learning application. It is used more as a 
reference for trade matters. The researcher chose the external trade system as an example 
of an application that has not realised its stated benefits.
Decision tracking and electronic meeting applications were two newly proposed 
applications. They were categorised as sensemaking applications. The decision tracking 
application was initially thought to be a commanding application. However after some 
discussions with the Office Automation Manager and examining the proposal paper for 
the application it is clear that the application is not to monitor decisions but for executives 
to discuss among themselves on certain issues before making any decision. The 
application will have information about past government decisions and will also input 
information regarding issues which require decisions to be taken. Executives will have 
access to the system to discuss these issues, giving their input and getting feedback from 
other executives in the group. The electronic meeting is an application using 
videoconferencing facilities for users to have interactive meetings. The researcher
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selected these two applications to affirm the utility of the benefits management method 
at the justification phase.
There were two phases to the affirmation of the benefits management method. The first 
was to study the beneficial applications and explain the successful use, and the second 
was to take a less successful system and set up experiments to effect beneficial changes. 
The first phase affirmation o f the method would give some indications as to the 
appropriateness o f the benefits realisation factors and formed a strong basis for the 
experiments in the second phase.
Since the idea of EIS benefits management is new to the office, the researcher spent much 
o f her affirmation work briefing staff of the IS unit on the proposed benefits management 
method. She explained the proposed EIS benefits management method, describing the 
process and the concepts employed Terminology such as sensemaking, bargaining, 
commanding and persuading were foreign to the group.
The Quran application
Since the application is categorised as the persuading application, the researcher applied 
the persuasion model in the experiment. The researcher tested each o f the three category 
o f factors proposed in the model. For user differences the researcher looked at the P.M. 
She based much o f the information on the P.M. from the knowledge and experience she 
had working in the P.M .’s office and also through the 1 alter’s writings and other 
publications written about him. The P.M .’s speeches, articles and books reflected much of 
his thoughts and interests while his characters were highlighted in many articles and 
books. To confirm, the researcher also spoke to the PM ’s secretaiy, his special officer, the 
press officer, the librarian, and the Deputy Principal Private Secretary to the P.M. All o f 
these officers had long association and frequent contacts with the P.M. With regard to 
organisational factors, the researcher again relied on her previous experience working in 
the office. To validate, she spoke to the IS Director and the EIS support manager. She 
also spoke to the Deputy Principal Private Secretaiy who handles all administrative 
matters o f the office. The researcher studied the Quran application in detail determining 
whether it has the features proposed in the model i.e. in terms of differentiation and
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integration o f information and flexibility. She scanned through every screen and tried 
out all available functions. She spoke to the user support manager and studied feedback 
reports o f the applications.
The BERNAMA news-online
For the BERNAMA news-online the researcher mapped the learning realisation model to 
the application. The baseline study provided basic details o f the application such as its 
regular users and the benefits that were realised. The researcher once again applied much 
o f her personal experiences working and socialising with the users to describe on the 
user characteristics. She also spoke to the executives’ respective secretaries, subordinates 
and other officers to enhance and confirm the knowledge. The officers the researcher 
spoke to were one Assistant Director and the Deputy Principal Private Secretary. The 
infomiation the researcher gathered from these informal conversations confirmed most of 
her earlier observations. For the organisational factors, besides her own experience, the 
researcher had discussions with the EIS Support Manager and the Deputy Principal 
Private Secretary. In affirming the system’s features, the researcher studied the system 
thoroughly, went through all the screens and linlcages besides getting feedback from the 
Principal Private Secretaiy, the special officer and the Press Secretaiy.
The External Trade application
The earlier baseline study had shown that the application had not achieved its intended 
benefits. The researcher then mapped the realisation model for learning to the external 
trade application. From the application review form of the application, the researcher 
noted the users o f the system. She spoke to the user support manager to get the 
application’s target users. To confirm her previous observation on the lack o f use o f the 
system, the researcher spoke to the IS Director and the EIS support manager. She went 
through feedback reports o f the system and spoke to two of the target users. The two 
target users were the Special Officer to the P.M. and the P.M .’s Press Secretaiy. The two 
cited reasons for their non-usage of the application. The researcher also spent time 
scanning through the external trade application, noting down its features.
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To bring about beneficial changes to the external trade application, the researcher decided 
to tiy out several changes based on the benefits realisation model for learning. The 
researcher managed to get agreement from both the Deputy Principal Private Secretary 
and the IS Director for the experiments. Agreement from the Deputy Principal Private 
Secretary was necessaiy as she decides on all administrative matters. The IS Director had 
overall jurisdiction o f the EIS systems and would be responsible For any changes made to 
the systems. The IS director assigned two officers to be responsible in carrying out the 
initiatives. The User Support Manager is responsible for all moves that involved 
promotion and user support. The Development Manager is responsible for all actions that 
affect changes to the systems. The researcher spent time with the two managers 
explaining the planned moves. It was agreed that some of the changes could be 
implemented immediately and some would have to be postponed to a later period. The 
researcher had made clear to the IS director and the two managers as to the approach. She 
emphasised that the actions to be taken might not be the right moves and changes might 
have to be made. The researcher participated in an experiment to promote the application 
to the executives. She conducted personal training in the application for the Special 
Officer. Some o f the other changes are now ongoing and a few have yet to be 
implemented. The researcher only proposed changes under organisational and system 
features. There was nothing very much she could do in the short term to effect changes in 
user characteristics.
Decision Tracking and Electronic meeting applications
In affirming the applicability o f the benefits management method at the different phases, 
the researcher studied the proposed decision tracking and electronic meeting applications. 
Both were to be developed under Office Automation. She studied the applications 
proposed reports and spoke to the Office Automation Manager. The researcher 
conducted a meeting with the Office Automation group. Also present at the meeting was 
the IS Director. The group had stated the objectives o f the two applications but had not 
defined any potential benefits. The researcher explained how the generic benefits from 
the benefits model underlying the proposed method could overcome this problem. Much 
time was spent on discussing which management category would be best served by the 
two applications.
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6.5 Summary
This chapter explains the activities that were undertaken in the process o f affirming the 
benefits management method proposed in Chapter 4. The researcher had spent nearly I
seventeen weeks conducting the two phases o f the field study. Much information was i
gathered through interviews, structured obseiwation, diary and documentation studies, i
statistical data, and formal and informal discussions. The next chapter will examine the 
findings from these activities. 1
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CHAPTER 7:
RESEARCH FINDINGS
7.1 In troduction
This chapter brings together all the findings from the three phases of the study. It 
presents the results o f the executive work study on three executives. It looks into the 
findings o f the EIS baseline studies on three public organisations. It then discusses five 
selected applications as case studies used in affirming the EIS benefits management 
method.
7.2 Results of executive w ork study
The first section o f the chapter presents the findings o f the replication o f Mintzberg’s 
(1973) study o f executive work using three subjects: the State Secretary, the Secretary 
General, and the Prime Minister. The objective is to affirm the utility o f the framework 
based on M intzberg’s work for the Malaysian government.
7.2.1 State Secretary
7.2.1.1 Chronological record
Table 7.1 presents the results o f the analysis o f the chronology records o f the State 
Secretaiy. The State Secretary spent a total of 47.65 hours working in the observed period 
undertaking 72 activities. These activities were categorised under seven different types. 
These are deskwork, telephone call, scheduled meeting, unscheduled meeting, ceremonial 
duty, briefing, and observational tour.
On the average, the State Secretary engaged in 3 deskwork sessions a day. These sessions 
consumed 11.96% of his time. During these periods the State Secretaiy worked alone or 
sometimes with his secretary. Much of it involved the processing o f mail, which 
averaged about 34 items a day. It was also during these deskwork sessions that the State 
Secretary accessed the EIS. The State Secretary spent very little time on the telephone. 
For the whole week, telephone calls amounted to less than half an hour. The State 
Secretary spent more than half of his working hours on meetings. There were a total of 39
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meetings, 17 were scheduled and 22 were unscheduled. Even though there were more 
unscheduled meetings, these meetings only consumed 7.59% of his working hours. On 
the other hand, scheduled meetings amounted to 47.35% of the time. As an 
administrative head o f the state, the State Secretary also serves the needs of the stale 
ruler. He is responsible for most o f the ceremonies that involved the ruler. During the 
observation week, the State Secretary spent nearly 18% of his time on the ceremonies. 
The rest o f his time was spent on attending briefing and taking observational tours. The 
State Secretaiy attended one briefing which consumed an hour o f his time. He undertook 
3 obseiwational tours, which amounted to 12.36% of the time.
41% o f all activities obseiwed averaged a duration of 10 minutes or less and only 24% of 
the activities lasted longer than 60 minutes.
TA BLE 7.1: Analysis of the chronological record 
of the S tate Secretary
Category
Total hours worked 47.65
Hours in travel to outside event (not included) 1.83
Total amount o f mail 202 items
Total number of activities 75
Desk w ork
No. o f sessions 18
Time on desk-work (hours) 5.7
Average duration o f desk-work (hours) 0.32
Proportion o f time 11.96%
Telephone calls
No. o f calls 8
Time on Telephone (hours) 0.43
Average duration (hours) 0.05
Proportion o f time 0.90%
Scheduled meetings
Number o f meetings 17
Time in meetings (hours) 22.56
Average duration (hours) 1.33
Proportion o f time 47.35%
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U nscheduled meetings
Number o f meetings 22
Time in meetings (hours) 3.65
Average duration (hours) 0.17
Proportion o f time 7.66%
C erem onial duty
Number o f ceremonies 6
Time spent on attending ceremonies (hours) 8.42
Average duration (hours) 1.4
proportion o f time 17.67%
Briefing
Number o f briefings 1
Time spent attending briefings (hours) 1
Average duration (hours) 1
Proportion o f time 2.10%
T our
Number o f tours 3
Time spent (horns) 5.89
Average duration (hours) 1.96
Proportion o f time 12.36%
7.2.1.2 Contact record
Table 7.2 contains the results o f the analysis o f the 57 contact records of the State 
Secretary. In the table, data me recorded in two ways, by frequency and by proportion of 
time. For example, scheduled meetings accounted for 29.82% of all contacts and 53.78% 
o f all time in verbal contact. The figures are broken down in terms of activity, source of 
contact, medium, influence type and role type.
The State Secretary’s days were characterised by a large number o f brief, informal two- 
person contacts (unscheduled meetings and telephone calls). Even though the two 
contact activities made up more than 50% of all contact activities, these accounted for 
less than 10% of all contact time. Scheduled meetings and ceremonial duties consumed 
more than 70% of the State Secretaiy’s contact time. Subordinates within the 
organisation look up about half the Stale Secretary’s contact time and were involved in 
nearly two-thirds of the contacts. Other contacts were distributed among the State 
Secretaiy's superior, representatives from other organisations, his peers and a small
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nmnber o f subordinates from other government organisations. Almost all of the State 
Secretary contact with his superior was with the state ruler. These contacts accounted for 
nearly one third o f the contact time. The State Secretaiy had very little contact with his 
own peers. All the contacts with his peers were through telephones. However, telephone 
as a medium formed only 14% o f the contacts. The State Secretary's contacts were mainly 
face-to-face. The State Secretary had a relatively greater normative influence. This 
indicates that his position as the State Secretary is an important factor in influencing 
those around him. The researcher had categorised about 5% of the contacts as having both 
informational and normative influence as both influences were strongly felt in these 
activities. The researcher had used the purpose category in the contact records in order to 
determine the role type o f each contact activity. However, there were activities which had 
required the assignment of multiple roles. An executive may be receiving information in a 
meeting, but in the same meeting he may be giving his subordinates infomiation which he 
has gathered earlier. In this example his roles are both as a monitor and a disseminator. 
Hence the percentages for role type information in Table 7.2 are more than a hundred 
percent. The State Secretaiy had shown a slightly more informational role compared to 
inteipersoiial roles. However, in temis o f time spent, the informational roles accounted 
for twice the time spent on interpersonal roles. The reason was that most o f the 
infoniiational roles were associated more with the long scheduled meetings while the 
inteipersoiial roles were associated with the numerous brief informal meetings. Among 
the tluee categories o f interpersonal roles, the State Secretary's role as a leader was the 
most frequent. The State Secretaiy had frequent unscheduled meetings with his 
subordinates who came to seek his advice and opinion as the executive head of the 
organisation. His role as figurehead was mainly due to his involvements with the state 
ruler. As the State Secretary he had to be present during the numerous ceremonies at the 
palace. His liaison role came mostly from his association with private organisations. For 
the informational roles, the monitoring role was clearly the most frequent and consumed 
the most time. Most o f these monitoring roles were tluough scheduled meetings. The 
State Secretaiy had veiy limited decisional contacts. His most frequent decisional role 
was that o f a resource allocator. The next was entrepreneurial and disturbance handler 
came third. During the observation week the State Secretaiy was not involved in any 
negotiation role.
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TA BLE 7.2: Analysis of the contact record of the State Secretary
Category
Total time in verbal contact (hours) 41.95
Total number o f verbal contacts 57
Activity: P ercent of contacts/Percent of time
Scheduled meetings 29.82/53.78
Unscheduled meetings 38 .60 /8 .70
Telephone calls 14.04/1.03
Ceremonial duties 10.53/20.07
Briefing 1.75/2 .38
Tours 5 .26/14 .04
Source: Percen t of contacts /Percent of time
Superior 14.04/31.61
Subordinate 59.65 /49.75
Subordinate from another department 5 .26 /2 .10
peer 8 .77 /2 .57
outside organisation 12.28/ 13.97
M edium  *:Percent of contacts /Percent of time
Face-to-face 85.96/98.97
Telephone 14.04/1.03
Influence T ype:Percent of contacts/Percent of time
Informational 43 .86/55 .26
Nonnative 50.88/36.21
Informational/normative 5 .26 /8 .53
Role Type: Percen t of contacts /Percent of time
Figurehead 15.79/23.29
Leader 31.58/16.85
Liaison 12.28/4 .84
(In terpersonal) 59.65/44.98
Monitor 36.84/50.92
Disseminator 14.04/27.15
Spokesman 10.53/12.37
(Inform ational) 61.41/90.44
Entrepreneur 5 .26/16.28
Disturbance Handler 1.75/0.91
Resource Allocator 7 .02/16.88
Negotiator 0/0
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(Decisional) 14.03 / 34.07
* Written media: 11.96% o f total hours worked
7.2.1.3 The mail record
Table 7.3 and 7.4 contain the results of the analysis o f the mail records. In Table 7.3 the 
incoming mail is categorised according to format, sender, and purpose. Most o f the mail 
the State Secretary received was in the form of letters. He received only three periodicals 
during the week. A check with the secretary revealed that the State Secretaiy normally 
received a greater number of magazines and newsletters. The other forms o f mail were 
memos, reports and minutes, the majority o f which came from the subordinates. In fact 
the subordinates sent 46% o f the mails. The State Secretary also received a substantial 
amount o f mail from private organisations. Most o f these were letters and reports about 
new and ongoing projects in which the organisations were involved. About 10% of the 
mail came from the State Secretaiy's peers who were heads of other government 
organisations. These were mostly letters inviting the State Secretary to give talks and 
participate in courses and conferences. A few came from subordinates of other 
government organisations. The mail comprised a mixture of letters and minutes of outside 
meetings which the State Secretary had participated. The State Secretary received a letter 
fi'om his superior, the head of the civil sendee, informing the appointment o f a senior 
officer to one o f the state agencies. 40% of the mail the Stale Secretary received was 
basically requests made upon him. Nearly half o f these requests were status requests, that 
is requests made upon the State Secretary due to his position in the organisation. An 
example o f this was a letter from a peer asking the Stale Secretary to be the main speaker 
in a seminar. Another major form o f requests were authority requests. These requests 
were made upon the State Secretary mostly by his subordinates, seeking authorisation for 
exception to normal procedures, seeking approval for a budget or getting acceptance for a 
decision. Some examples o f this mail were a memo from a subordinate requesting an 
approval for a special budget and another requesting for a no-pay leave. The last type of 
request made upon the State Secretary was that of solicitation. Solicitations were requests 
made upon the State Secretary by outside organisations asking the State secretary to 
participate in conferences, others requesting him to consider their applications for 
projects ill the state and a couple requesting personal donations. Almost 60% of the mail 
the SS received provided him with information. Examples were minutes of meetings and
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information on staff appointment. Other informational mail were reports on operation 
such as a feedback report by the State Forestry Council and a report detailing anti- 
pollution measures taken by the state. There were also reports which were in response to 
the State Secretary earlier requests on specific cases. An example was a review report on 
the status o f scholarships given for religious education. There were also letters 
highlighting specific problems to the State Secretary. A case in point was a letter from a 
private organisation emphasising water shortage problems and its effects on business. 
There were reports on certain proposed projects giving the State Secretary new ideas. One 
was a proposal to build a Disneyworld project in the state. A couple o f letters informed 
the State Secretaiy on certain events that will be taking place and there was one general 
report on the development budget estimates for the state.
Table 7.3: Analysis of the incoming mail record of the State Secretary
Category State Secretary percentage
N um ber of pieces received 139 100
Form  of inpu t
Letter 88 63.31
Memo 18 12.95
Report 16 11.51
Minutes 14 10.07
periodical 3 2.16
Sender
Subordinate 64 46.04
Peer 15 10.79
Subordinate from other govt.organisation 8 5.76
Outside organisation (Private) 51 36.69
Superior 1 0.72
Purpose of inpu t mail
Acknowledgem ent 1 0.72
Status requests 26 18.7
Solicitation 8 5.76
Authority request 22 15.83
T otal requests 56 40.29
Reference data 45 32.37
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Report on operation 13 9.35
Advice on situation 5 3.6
Problems and pressures 5 3.6
ideas 8 5.75
periodical news 3 2.16
events 2 1.44
general reports 1 0.72
Total Inform ation 82 58.99
Table 7.4 contains the analysis of the outgoing mail record of the State Secretary. There 
were a total o f 63 items that were sent out. Out of these, 52 were in response to mails 
received and the State Secretary initiated another 11. This mail was in the form of letters, 
memos and reports. More than half were in the form of forwarded letters. The State 
Secretaiy foi*warded many letters to his two deputies. Some of these foi*warded letters 
requested the deputies for more information and some asking them to take specific 
actions. There were also a couple of forwarded memos, reports and minutes. In these 
cases, the State Secretaiy was playing the role o f a disseminator, filtering information to 
his subordinates. Hence, subordinates were the main target of his output mail, accounting 
for more than two thirds of the total output. The State Secretary also sent several letters 
to private organisations. Most were in reply to their written requests and the others were 
invitations to participate in some state functions. The State Secretary sent a report and 
three letters to his superior in the Public Service Department. All these were self­
initiated. There were two letters sent to his peers, both were invitation letters to state 
functions. Looking at the purpose of the output mail, one was an acknowledgement to 
some inputs received, while the majority was to pass information and to delegate requests 
to subordinates.
Table 7.4: Analysis of the outgoing mail record of the State Secretary
Category Num bers percentage
Number reactions to inputs 52 82.54
Number self-initiated 11 17.46
Total ou tpu t 63 100
Output as percent of input 45.32
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F orm  of ou tp u t m ail
Letter 19 30.16
Memo 4 6.35
Report 1 1.59
Foi*warded letter 34 53.97
Foiwarded memo 2 3.17
Forwarded minute 1 1.59
Forwarded report 2 3.17
T arget of ou tpu t mail
Subordinate 44 69.84
Superior (Other department) 4 6.35
Peer 2 3.17
Outside organisation (Private) 13 20.63
Purpose of ou tpu t mail
Acknowledge input 1 1.59
Reply to written request 12 19.05
Fonvard information to subordinate 19 30.16
Forward request to subordinate 20 31.75
originate letter 11 17.46
7.2.2 Secretary-G eneral
7.2.2.1 Chronological record
Table 7.5 contains the results o f the analysis o f the chronological record o f the Secretary- 
General. The Secretary-General spent a total of 37.75 hours working in the one week 
period and performed 71 distinct activities. These activities were grouped under eight 
different categories. The first seven categories were similar to those o f the State 
Secretary. These were deskwork, telephone calls, scheduled meetings, unscheduled 
meetings, ceremonial duty, briefing, and observational tour. The eighth category was 
exhibition and conference.
The Secretaiy-General spent most of his time attending meetings. He participated in 33 
meetings which took more than half o f his working hours. More than two-thirds o f these 
meetings were unscheduled meetings with the subordinates. Similar to those of the SS, 
these unscheduled meetings were of short duration and thus only accounted for about 
13% of his time. Scheduled meetings on the other hand amounted to nearly 40% of the
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total working hours. The Secretaiy-General had on average 4 deskwork sessions a day. 
He spent most o f these uninterrupted sessions handling documents, going through letters 
and reports. There were very few telephone calls, on average there was only about one 
call per day. The Secretary-General had a couple of ceremonial duties, spending an hour 
and a quarter on these. The rest o f his time was spent on attending a briefing, a tour to an 
agricultural park, and going to an exhibition and conference.
Nearly a third o f the activities lasted for less than 10 minutes duration and only 14% of 
the activities lasted longer than an hour.
Table 7.5: Analysis of the chronological record of 
the Secretary-G eneral.
Category
Total hours worked 37.75
Hours in travel to outside event (not included) 3.82
Total amount o f mail 97
Total number o f activities 71
Desk w ork
No. o f sessions 25
Time on desk-work (hours) 10
Average duration o f desk-work (hours) 0.4
Proportion o f time 26.49%
Telephone calls
No. o f calls 8
Time on Telephone (hours) 0.62
Average duration (hours) 0.08
Proportion o f time 1.64%
Scheduled meetings
Number o f meetings 9
Time in meetings (hours) 14.85
Average duration (hours) 1.65
Proportion o f time 39.34%
U nscheduled meetings
Number o f meetings 24
Time in meetings (hours) 5.19
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Average duration (hours) 0.22
Proportion o f  time 13.75%
C erem onial duty
Number o f ceremonies 2
Time spent on attending ceremonies (hours) 1.25
Average duration (hours) 0.63
proportion o f time 3.31%
Briefing
Number o f briefings 1
Time spent attending briefings (hours) 1.17
Average duration (hours) 1.17
Proportion o f time 3.10%
T our
Number o f tours 1
Time spent (hours) 1.75
Average duration (hours) 1.75
Proportion o f time 4.64%
Exhibition & Conference
Number o f exhibitions 1
Time spent on exhibitions (hours) 2.92
Average duration (hours) 2.92
Proportion o f time 7.74%
7.2.2.2 Contact record
Table 7.6 presents the analysis of the Secretary-Generars contact record. The Secretary- 
General spent 73.5% of his working hours in contact activities. Nearly 70% of these 
activities were brief contacts through unscheduled meetings and telephone calls. His most 
time consuming contact activities were scheduled meetings which amounted to more than 
half o f his contact time. More than 60% of the Secretaiy-General contact activities were 
with his subordinates. This was followed by contacts with private organisations, his 
superiors, peers and subordinates from other government departments. The superiors that 
the Secretary-General met during the week were the agriculture minister and his deputy. 
Another was the Prime Minister. Most o f these contacts were face-to-face. The Secretary- 
General had normative influence on half o f the contact activities. About 2% of the 
activities had both strong normative and informational influence. With role type, the
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Secretaiy-Geiieral had a slightly more infonnational than interpersonal roles. Decisional 
roles were substantially less. Most o f the interpersonal roles were employed through brief 
informal meetings with subordinates, hence the relatively little time spent on these roles. 
Informational roles, on the other hand were mostly deployed during the long scheduled 
meetings. Furthermore in several of these meetings multiple informational roles were 
assigned. Among the tlii’ee categories o f interpersonal roles, leader was the most 
frequent. The monitoring role was the most frequent among informational roles, while 
resource allocator was the main decisional role. The role o f entrepreneur was not reflected 
in any o f  the Secrelary-General’s activities during the obseiwation.
Table 7.6: Analysis of the contact record of the Secretary-G eneral
Category
Total time in verbal contact (hours) 27.75
Total number o f verbal contacts 46
Activity: Percen t of contacts/Percent of time
Scheduled meetings 19.57/53.51
Unscheduled meetings 52.17/18.70
Telephone calls 17.39/2.23
Ceremonial duties 4 .35 /4 .50
Briefing 2 .17 /4 .22
Tours 2 .17/6 .31
Exhibition & Conference 2 .17/10 .52
Source: Percent of contacts /Percent of time
Superior 10.87/9.55
Subordinate 60.87/49.23
Subordinate from another department 4.35 /5.98
peer 6.52 / 0.97
Outside institution 17.39/34.27
M edium :Percent of contacts /Percent of time
Face-to-face 82.61 /97.77
Telephone 17.39/2.23
Influence T ype:Percent of contacts/Percent of time
Informational 47.83/72.11
Normative 50.00/16.18
Informational/normative 2.17/11.71
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Role Type: Percent of contacts /Percent of time
Figurehead 17.39/6.99
Leader 30.43 /5.51
Liaison 2 .17 /2 .70
(Interpersonal) 49.99/ 15.20
Monitor 26.09/58.13
Disseminator 19.57/34.81
Spokesman 10.87/18.41
(Informational) 56.53/111.35
Entrepreneur -
Disturbance Handler 2 .17 /1 .62
Resource Allocator 4 .35 /10 .74
Negotiator 2.17/11.71
(Decisional) 8.69 / 24.07
7.2.2.3 M ail record
Table 7.7 shows the analysis o f the incoming mail record of the Secretaiy-General. The 
Secretaiy-General received 97 items, 40% of which were in the form of letters. 
Periodicals formed 16% of the mail. Interestingly nearly a third of these were computer 
magazines and computer brochures. Other fonns of mail were memos which all came 
from the subordinates, reports, minutes and several copies of letters sent.by the minister. 
The main sender of the Secretary-Gcnerars mail were his subordinates who sent half the 
mail. Mail from private organisations accounted for nearly 28%. More than half of these 
were periodicals. The Secretary-General also received several letters from his peers and 
subordinates from other government organisations and several copies o f letters from the 
minister. Looking at the purpose nearly two-thirds of the mail was o f an informational 
nature while about one-third were requests. Most o f the requests were status requests such 
as a letter from a peer inviting the Secretaiy-General to attend the opening ceremony o f a 
conference. Some were solicitations. An example was a letter requesting the ministry to 
participate in a seminar. Several mails were asking for the Secretary-General's 
authorisation. One o f these was a memo asking the Secretary-General's approval on the 
award o f a tender. Examples o f informational mails were minutes o f meeting which were 
mainly used as references. Then there were reports on operation. An example of this was 
the report on improvement projects of the agricultural park which the Secretary-General
264
visited during the obsei*vation week. He also received mail which responded to his earlier 
inquiries on certain situations. One such mail was a memo from a subordinate giving him 
the measures proposed to overcome the spread of cattle disease in one o f the east coast 
states. There were also letters highlighting certain issues and problems. Copies o f letters 
sent by the minister highlighted some problems faced by the farmers in the minister’s 
constituency. The Secretary-General received several letters giving him ideas on some 
topic such as one which suggested a change of name for the ministry. Other informational 
mail were periodicals, letters informing the Secretary-General on some events and 
general reports. One example o f the general report the Secretary-General received was the 
annual report o f the Fisheiy Department.
Table 7.7: Analysis of the incoming mail record of 
the Secretary-G eneral
Category N um ber percentage
N um ber of pieces received 97 100
Form  of inpu t
Letter 39 40.21
Memo 12 12.37
Report 14 14.43
Minutes 11 11.34
periodical 16 16.49
copy o f letter 5 5.15
Sender
Subordinate 49 50.52
Peer 6 6.18
Subordinate from other govt.organisation 7 7.22
Outside organisation (Private) 27 27.84
Superior 5 5.15
Superior from other govt, organisation 3 3.09
Purpose of inpu t mail
Status requests 17 18.7
Solicitation 5 5.76
Authority requests 13 15.83
Total requests 35 36.08
Reference data 19 19.59
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Report on operation 8 8.25
Advice on situation 5 5.15
Problems and pressures 5 5.15
ideas 3 3.09
periodical news , 16 16.49
events 2 2.06
general reports 4 4.12
Total In form ation 62 63.92
Table 7.8 presents the results o f the analysis of the outgoing mail records of the 
Secretaiy-General. There were 32 items sent out, 22 of which were in response to mail 
received, while the other 10 were self-initiated. Mail was in the fomi o f letters, memos, 
minutes and reports. H alf o f these were forwarded items. The Secretary-General 
foi'wai'ded all the 5 computer magazines to the IS manager. He forwarded a couple of 
reports and several letters to his deputy. The subordinates were the main target of the 
Secretaiy-Generars mail. Others were distributed between his superiors, peer and private 
organisations. Two o f the letters were sent as an acknowledgement to some information 
the Secretaiy-General received. Several were replies to written requests. H alf of the mail 
initiated by the Secretaiy-General were memos sent to subordinates congratulating them 
on excellent service.
T able 7.8: Analysis of the outgoing mail record of 
the Secretary-G eneral
Category Numbers percentage
Number reactions to inputs 22 68.75
Number self-initiated 10 31.25
T otal ou tput 32 100
Output as percent o f input 32.99
Form  of ou tpu t mail
Letter 8 25
Memo 7 21.88
Report 1 3.13
Foi"Waided letter 7 21.88
Foiivarded periodical 5 15.63
Foiwarded minute 2 6.25
Forwarded report 2 6.25
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Target of output mail
Subordinate 23 71.88
Superior 1 3.13
Superior (Other department) 3 9.38
Peer 1 3.13
Outside organisation (Private) 4 12.5
Purpose of output mail
Acknowledge input 1 3.13
Reply to information received 1 3.13
Reply to written request 4 12.5
Foiivard information to subordinate 12 37.5
Foiward request to subordinate 4 12.5
originate letter/memo/report 10 31.25
7.2.3 Prime Minister
7.2.3.1 Chronological record
Table 7.9 contains the results o f the analysis of the chronological record of the P.M. 
There were 76 activities amounting to a total o f 56.63 working hours. The activities were 
grouped into 12 categories. Six were similar to the State Secretaiy and the Secretaiy- 
General. These were deskwork, telephone call, scheduled meeting, unscheduled meeting, 
visits and obseiwational tour, and briefing. The other six were official reception, official 
signing and launching, official lunches and dinners, dialogue sessions, speeches, and 
evening work.
The P.M. has 16 deskwork sessions throughout the week amounting to about half an hour 
per session. Pie worked without interruptions during these sessions, drafting and editing 
speeches, and going through the mail. The uninterrupted time was sometimes used to 
scan through the EIS. The P.M. did not receive any telephone calls during the week. All 
calls to the P.M. were filtered and channelled to the appropriate supporting officers. Only 
calls from foreign heads o f states were passed to the P.M. During the observation week 
there was none. lie  however made several brief telephone calls. Some were personal to 
the immediate family and some to heads of corporations. The P.M. spent a third of his 
time attending 23 scheduled meetings. He however had only 3 brief unscheduled 
meetings, all with the Deputy P.M. The P.M. gave three speeches during the week and
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attended one reception welcoming the visit o f the Hungarian Prime Minister. He was also 
involved in a signing ceremony and the launching o f a new car model. The P.M. also 
spent some time on visits and attended a couple of briefings. There were also dialogue 
sessions which demanded some o f the P.M .’s time. The P.M. attended 9 official lunches 
and dinners. These accounted for nearly 17% of his time. The P.M. went through many 
of the reports he received at home, recording six and a half hours o f evening work.
TABLE 7.9: Analysis of the chronological record of 
the Prim e M inister
Category
Total hours worked 56.63
Hours in travel to outside event (not included) 5.58
Hours o f  evening work 6.5
Hours o f evening activity 5
Total amount o f mail 47 items
Total number o f activities 76
Desk w ork
No. o f sessions 16
Time on desk-work (hours) 7.88
Average duration o f desk-work (hours) 0.49
Proportion o f time 13.91%
Telephone calls
No. o f calls 9
Time on Telephone (hours) 0.5
Average duration (hours) 0.05
Proportion of time 0.88%
Scheduled meetings
Number o f meetings 23
Time in meetings (hours) 19.17
Average duration (hours) 0.83
Proportion of time 33.85%
U nscheduled meetings
Number of meetings 3
Time in meetings (hours) 0.58
Average duration (hours) 0.19
Proportion o f time 1.02%
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Speech
Number o f speeches 3
Time spent giving speeches (hours) 2.25
Average duration (hours) 0.75
proportion o f time 3.97%
Official reception (foreign heads of states)
No. o f receptions 1
Time spent for reception (hours) 0.42
Average duration (hours) 0.42
Proportion o f time 0.74%
Official signing & launching
No. o f events 2
Time spent (hours) 1.67
Average duration (hours) 0.83
Proportion o f time 2.95%
Visits and tours
No. o f visits 2
Time spent on visits (hours) 2.5
Average duration (hours) 1.25
Proportion o f time 4.41%
Briefings
No. o f briefings 2
Time spent in briefings (hours) 2.08
Average duration (hours) 1.04
Proportion o f time 3.67%
Dialogues and questions and answers sessions
No. o f sessions 3
Time spent on dialogue sessions (hours) 3.5
Average duration (hours) 1.17
Proportion o f time 6.18%
Official lunches and dinners
No. o f lunches and dinners 9
Time spent on lunches and dinners (hours) 9.58
Average duration (hours) 1.06
Proportion o f time 16.92%
Evening w ork
No. of evening work 3
Time spent on evening work 6.5 hours
Average duration 2.16 hours
Proportion o f time 11.87%
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1.23.2  Contact record  •
Table 7.10 shows the analysis of the P.M .’s contact record. Time spent in contact with 
another person or persons was 42.25 hours or about 75% of all his working hours. The 
majority o f these contacts were through scheduled meetings. Many o f these meetings 
were one-to-one meeting. The record also showed that the executives were the people the 
P.M. spent most time with. Next were citizens. The rest were distributed between 
legislative, partisans, and those from abroad. Most of the contacts were face-to-face. 
Telephone contacts accounted for only about 1% of the contact time. In terms of 
influence, the P.M. had a relatively higher normative influence compared to 
infonnational. This indicates that his position as a P.M. was significant in influencing 
others. Normative influence was felt in nearly 60% of the contact activities compared to 
33% o f infonnational influence. 7% o f the activities had both normative and 
informational influence. Looking at role type, the P.M .’s roles were more interpersonal 
than informational or decisional. His roles as leader and figurehead were clearly 
significant. Only in one contact activity was the P.M. playing the role o f a liaison. I  bis 
was a brief meeting the P.M. had with the P.M. of Hungary. Among the informational 
roles, monitor was the most prominent. However, there were activities which demanded 
the P.M. to act as disseminator and spokesman. He was a disseminator during a meeting 
with the legislative in his state visit. He acted as cabinet spokesman in his meeting with 
the federal ruler, briefing the latter on issues that would be discussed. There were very 
few instances o f decisional roles. Nevertheless, three decisional roles were observed. 
Entrepreneur was clearly seen during a meeting with the National IT Council where the 
P.M. presented several ideas and innovations. He was a disturbance handler during a 
meeting with a leader o f a corporation and partly acted as resource allocator during 
cabinet meeting.
TA BLE 7.10: Analysis of the contact record of 
the Prim e M inister
Category
Total time in verbal contact (hours) 42.25
Total number o f verbal contacts 57
Activity: Percent of contacts/Percent of time
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Scheduled meetings 40.35 /45.37
Unscheduled meetings 5 .26 /1 .37
Telephone calls 15.79/1.18
Speeches 5 .26/5 .33
Official receptions 1.75/0 .99
Official signing and launching 3 .51/3 .95
Visits and tours 3 .51 /5 .92
Briefings 3 .51 /4 .92
Dialogues and Q & A sessions 5 .26 /8 .28
Official lunches and dinners 15.79/22.67
Source; Percent of contacts /Percent of time
Legislative 12.28/7.98
Executive 29.82/40.02
Abroad 10.53/8.88
citizen 42 .1 1 /3 6
partisan 5 .26 /7 .10
M edium  *:Percent of contacts /Percent of time
Face-to-face 84.21 /9S.82
Telephone 15.79/1.16
Influence TyperPercent of contacts/Percent of time
Informational 33.33 /44.95
Normative 59.65 /45.96
Informational/normative 7 .02 /9 .07
Role Type: P ercent of contacts /Percent of time
Figurehead 29.82/32.28
Leader 33.33 /20.97
Liaison 1.75/0 .59
(Interpersonal) 64.90 / 53.84
Monitor 31.58/40.80
Disseminator 8.77/18.13
Spokesman 10.53/10.44
(Inform ational) 50.88 / 69.37
Entrepreneur 3.51 / 16.30
Disturbance Handler 1.75/1.18
Resource Allocator 3.51 /16.17
Negotiator -
(Decisional) 8.77/33 .65
* Written media: 25.78% o f total hours worked
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7.2.3.3 M ail record
Table 7.11 shows the analysis of the P.M .’s incoming mail records. The Principal Private 
Secretaiy filters all mail to the P.M. During the observation week only 43 were passed to 
him. There were 19 letters, 15 reports while the rest were memos and minutes. The P.M. 
took most reports home to read. Most o f the mail was from ministers and civil servants. 
Letters from citizens formed a small proportion of the input mails. Looking at the 
purposes o f the mail, 23% of them were requests and 77% were o f an informational 
nature. The requests included status requests, authority requests and solicitation. Several 
letters had the form o f status requests such as a letter from an executive requesting the 
presence of the P.M. during signing of a memorandum of understanding (MOU). An 
example o f authority request was a letter seeking approval for the appointment of board 
members. An example o f solicitation was a letter requesting to be a government supplier. 
In terms o f informational mail, there were general reports such as a company annual 
report. Many were reports o f situations that had been queried by the P.M. earlier. An 
example was a report on a proposal for the listing o f a bank on the stock exchange. The 
P.M. received some mail proposing new projects and procedures. Some reminded him of 
events that would be taking place such as a letter from the ministry o f foreign affairs on a 
visit o f Mauritius Prime Minister. There were also feedback reports on certain projects 
and events that had taken place such as reports o f border discussions between Malaysia 
and Thailand. The P.M. also received a letter from a citizen reporting about company 
malpractice. Other mail that he received were used as references. These were mostly 
minutes of meetings.
TABLE 7.11 : Analysis of the incoming mail records of 
the Prime Minister
Category Numbers percentage
Number of pieces received 43 100
Form of input
Letter 19 44.19
Memo 3 6.98
Report 15 34.88
Minutes 6 13.95
272
Sender
executives (ministers=l5,c/sei*vants=21) 36 83.72
citizens 7 16.28
Purpose of inp u t mail
Status requests 3 6.98
Authority request 6 13.95
Solicitation 1 2.32
Total request 10 23.25
General reports 4 9.30
Advice on situations 11 25.58
Ideas 3 6.98
Events 3 6.98
reports on operation 5 11.63
Problems 1 2.32
reference data 6 13.95
Total Inform ation 33 76.74
Table 7.12 presents the analysis o f the outgoing mail record o f the P.M. There were only 
8 items sent out during the week, all were in the form of letters. This formed about 18% 
o f the mail received. Only 2 of the letters were initiated by the P.M. One was to the 
Minister o f Defence on aids for armed forces family and another was a letter of 
recommendation to a foreign dignitaiy. The other 6 letters were sent to heads of 
coiporations (citizens) and a Member o f Parliament (legislative) and civil seiwanls. These 
were replies to information received and replies to requests made upon him as a P.M. An 
example was a reply to an invitation for an opening ceremony of a new highway and 
another was a reply to an invitation for an alumni reunion.
TA BLE 7.12: Analysis of the outgoing mail record of
the Prim e M inister
Category PM percentage
Number reactions to inputs 6 75
Number self-initiated 2 25
Total ou tpu t 8 100
Output as percent o f input 18.60
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Form of output mail
letter 8 100
Target of output mail
executive 3 37.5
Legislative 1 12.5
Abroad 1 12.5
citizen 3 37.5
Purpose of output mail
Reply to written request 2 25
Reply to information received 4 50
originate letter 2 25
7.2.4 Comparing work activities of the State Secretary, the Secretary-General and 
the Prime Minister
Although the tluee executives were different in that one was a P.M., another was a civil 
service head o f a state government, and another, a civil service head o f a ministry, the 
results indicate that there were similarities in their work activities. All three executives 
were active in the work activities that were categorised. The three categories of 
executive roles, interpersonal, informational and decisional were all applicable to each of 
them. All the three played a considerably less decisional role compared to interpersonal 
and informational roles. Each preferred face-to-face meetings and had contact with the 
same types o f people, subordinates, superiors, peers and those from private 
organisations. They had more normative than informational influence on those people 
they came into contact with. They received more informational mails than those mails 
making requests. Not only do they seem to do the same kind o f things but for many of the 
activities the same general proportions held for the three executives. Strong similarities 
appeared for example in the following: the number o f activities undertaken, the number 
o f verbal contacts they had, the number and duration of telephone calls, the proportion of 
time spent on scheduled meetings, the number of briefings attended and the proportion of 
time spent on these. There were more similarities between the State Secretary and the 
Secretary-General, both being the civil service heads of their respective organisations. 
There were many brief informal meetings where they displayed their leadership role. 
Nearly two-thirds o f their contacts were with subordinates. Both displayed a relatively
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more informational than interpersonal roles. They received a considerable amount of mail 
and forwarded a significant amount to their subordinates.
However, being in the state government, the State Secretary had much more ceremonial 
functions. He also attended many more scheduled meetings and involved in many varied 
programmes. For example he spent three hours going round on anti-vice activities. The 
Secretary General on the other hand spent very little time on ceremonial duties. Instead 
he spent a quarter o f his time working uninterrupted at his desk.
Looking at the P.M., there were a variety o f differences. The P.M. had other activities not 
found with the other two executives. There were reception of foreign dignitaries, official 
signing and launching o f events, official lunches and dinners, and the giving o f speeches. 
However, these do not detract from the common conclusions. These activities except for 
the speeches can be generally categorised as ceremonial duties. Everyday of the week the 
P.M. had to attend these ceremonial duties. A major difference between the P.M. and the 
other two executives was in the number o f unscheduled meetings. The P.M. had very few 
unscheduled meetings while the State Secretaiy and the Secretary-General both had more 
unscheduled than scheduled meetings. Unlike these two executives where subordinates 
could walk in to see them, with the P.M. it was not the case. Most meetings were 
scheduled. Subordinates within the P.M .’s office did not normally go directly to see the 
P.M. They had to go through the P.M .’s Principal Private Secretary (a very senior civil 
servant). However, it is important to note that it is not unusual for the P.M. to call for 
specific officers to his office. As a result o f this, the P.M .’s working day was more 
organised. He knew the programme for the day and was seldom interinpted. While the 
two other executives had considerable contacts with subordinates, the P.M. had more 
contact with heads o f corporations (citizens). Being a leader o f a country who believed 
that the private sector is a key player in the country’s economic development, this was not 
a surprise. Even though all tlnec executives had a greater normative than informational 
influence, the proportion was considerably higher for the P.M. His normative influence 
nearly doubled that o f his informational influence. While the other two executives 
displayed more informational roles, the P.M. displayed a much greater interpersonal 
roles. The P.M. received a significantly fewer mail compared to the State Secretary and
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the Secretary-General. The reason was that the P.M .’s mail was filtered and he only 
received mail that were considered important by his private secretary. Unlike the other 
two executives, the P.M. also did not forward any mail to his officers. However, from the 
information gathered, the P.M. does sometimes foiward some mail to his cabinet 
members and some senior civil servants. The P.M. only initiated a couple o f letters. His 
Principal Private Secretary answered most mail. The proportion o f his output mail to that 
o f his input mail was very much lower compared to the State Secretary and the Secretary- 
General.
7.3 Results of the EIS baseline study
The second section o f the chapter examines the extent and the nature o f use of EIS in 
three agencies o f the Malaysian government: Selangor state government. Ministry of 
Agriculture, and the P .M .’s office. The study used a technique based on one developed by 
Conoco. The objective o f this exercise was twofold. First, to affirm that it was applicable 
to the Malaysian government. Secondly, to establish a baseline o f EIS applications for 
experiments in BM conducted in the third part of the study.
7.3.1 State goveriimeiit
The State Secretary initiated the EIS in 1996. He had experience using EIS in his 
previous organisation. There were seven applications at the time o f the study. Most of the 
applications had their sources in existing internal databases. The applications were:
i. State statistical information system
The system contains socio-economic data about the state. This includes data on the 
economic growth o f the state, its infrastructure facilities and its educational and health 
facilities. The objective of the system is to aid in building a socio-economic model 
which can be used to evaluate the impact of the state development projects.
ii. Low-cost housing system
The system contains information on low-cost housing projects being undertaken, 
ownership o f low-cost houses and demand for these houses. Analysis is by districts. 
The objective is to assist the state in the planning of its housing needs.
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iii. Squatters information system
The system contains information on the squatters’ population o f the state. Its 
objective is to help in formulating strategies to control and reduce this problem.
iv. State investment information system
The system contains profiles of investors in terms of industry, output capacity, 
investment value, investment incentives obtained, restrictions imposed, manpower 
needs and location. The objective is to provide executives with better understanding 
on the investment status o f the state.
V. Educational loan system
The system contains statistics on the educational loan awarded by the state. 
Information is categorised by race, income group, gender, loan amount, places or 
countries o f study, type o f courses and level of studies. The information is generally 
used as references. Executives reference this information for speeches, requests, and 
reports.
vi. Villages and district profile
The system contains basic information of villages and districts such as population, 
infrastructural facilities and educational and health facilities. The objective is for the 
state to understand the socio-economic status of these villages and districts and helps 
it to plan its development projects.
vii. Electronic mail
This system allows executives to communicate among themselves and their 
subordinates. The EIS also has a link to World Wide Web.
The most utilised application is the low-cost housing system followed by the state 
statistical system. Internet access is also frequent. Mapping the applications onto the 
executive work model, five o f the applications fall under the learning category, one under 
satisficing and the e-mail facility came under sensemaking. There are no applications 
under bargaining, commanding and persuading categories. Figure 7.1 categorises the list
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of applications within the framework o f theories of executive work. There are a number 
o f well-developed databases in the organisation and the IS Unit had plans to develop 
more EIS applications based on the data derived from the databases.
Understanding Decision making Implementing
Learnina Satisficing Commanding
Individual
s t a l e  s la lis lic a l Inform a lion s y s te m  
S q u a t te rs  in fo rm ation  s y s te m  
D istricts a n d  V illag es  profile 
S ta te  in v e s tm e n t Inform ation  s y s te m  
E d u ca tio n a l lo an  s y s te m  
In te rn e t
L ow -cost h o u s in g  sy s te m
Sensemaking Bargaining Persuading
e-m ail
Group
FIGURE 7.1; Mapping EIS applications within the executive 
work theory (State government)
The use o f the EIS is not widespread. The organisation chart in figure 7.2 shows the 
executives o f the organisation. Even though all of them have been given access to the 
EIS, not all have used it. Executives who are active users o f the system are the Chief 
Minister, the State Secretary, the State Legal Adviser, and the State Financial Officer. 
There aie plans to provide the EIS to all middle level managers. In fact a few of them 
already have access to^the EIS.
The use o f the EIS is still in its early stages. The system is sometimes unstable and there 
are complaints from its users. During the study, the researcher witnessed an incident 
where the State Secretary was particularly upset at not being able to access the EIS. He 
wanted to check some information that was asked of him during an earlier meeting. Fie
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commented, “ Every time 1 wanted to access the system, there will be something wrong, 
no wander it is difficult to encourage other officers to use it” . An interview with the State 
Secretary revealed that he was very enthusiastic about the EIS, but time is a constraint 
and he could not tolerate frequent system failures. The State Financial Officer is generally 
satisfied with the system, but finds that some o f the data is out o f date. He remarked "I 
like and support the idea o f having the EIS. I use the system. But the system people must 
ensure that the data is up-to-date."
Chief
Minister
Deputy
Minister
Secretary
Adviser
Deputy Deputy State
State State Financial
Secretary 1 Secretary II Officer
FIGURE 7.2: Extract of an organisational chart of the 
Selangor state government.
The State Secretary finds the systems such as the stale statistical system very beneficial in 
giving him basic understanding on the socio-economic status o f the state. As a federal 
officer who was transferred to the slate, the system proves very helpful. The investment 
information system gives him in-depth understanding of the investment activities o f the
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stale. The State Financial Officer finds the low-cost housing system indispensable. He 
bases his planning and decisions on housing needs and projects on the information 
provided by the system. The State Financial Officer uses the information in this 
application to answer questions frequently raised in the State Legislative Assembly as the 
subject o f low-cost housing is often used in political campaigns to gain support. To him 
the benefit is the fast and easy access to the information. Previously he has to depend on 
the districts to send him the information and sometimes the information was never sent. 
The squatters information system and the village and district profile are rarely used. The 
EIS group has not been able to update the data on these systems. Executives continue to 
communicate face-to-face. They have yet to make use o f electronic mail. Flence, the 
benefit o f sensemaking that is anticipated with regard to this facility has not been 
achieved.
7.3.2 Ministry of Agriculture
The Ministiy of Agriculture had a long established IS department but only started to 
develop their EIS in 1995. There were ten EIS applications at the time o f the study. These 
applications were:
i. Agricultural statistics
The system contains statistics on farmers such as the distribution o f farmers by state, 
race, gender and land resources. It has statistics on flowers, fruits, vegetables, cash 
crops, paddy and industrial crops.
ii. Annual fishei-y statistics
The system contains statistics such as number of fishermen and licensed fishing 
vessels, number o f approved foreign fishermen, statistics on marine fish landings, 
deep-sea fishing, production and value o f ornamental fish, freshwater fish, and 
export and import o f fishery commodities.
iii. Livestock infomiation system
The system contains information on livestock population for a ten-year period and 
projections for the next twenty-five years. It has information on livestock population
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by type and by state. There is also information on the production and consumption of 
livestock products, import and export o f livestock products and average retail prices 
o f livestock products for a ten-year period.
iv. Trade system
The system focuses on the import and export of food and agriculture products. The 
stated objective is to enable users to have fast retrieval o f all these information.
V. Policy monitoring, directives and decisions
The system contains all policies, directives and decisions related to the ministry. The 
objective is to avoid issuing similar policies or giving conflicting directives and 
decisions.
vi. Senate questions and answers
The system contains all senate questions and answers related to the ministry for the 
past eight years. The objective is to avoid giving conflicting answers to the 
questions.
vii. Parliamentary questions and answers
The system contains all questions and answers raised in Parliament about the 
ministry. Similar to senate questions and answers, the objective was to maintain 
consistency in the answers.
viii. Press clippings
The system contains all newspaper articles about the ministry. The objective is to 
monitor views and criticisms raised about the ministry as a form of feedback.
ix. M inister’s speeches
The system contains the speeches of the agriculture minister for the past three 
years. The objective was to give executives an understanding of the priorities and 
the important issues regarded by the minister.
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X. E lec tron ic  m ail
The system contains a widely used communication facility in the ministry.
All the applications except for electronic mail are primarily developed to provide easy, 
quick, and relevant information to executives. Hence the distribution of the EIS 
applications within the executive work theory is as in Figure 7.3. The applications 
primarily feed the executives with information on the ministry’s activities.
Individual
Group
Understanding Decision making Implementing
Learnina  
Agricultural statistics 
Annual fishery statistics 
Livestock statistics 
Trade system  
P ress clippings 
Senate questions & answers 
Parliamentary Q & A 
Minister's sp eech es
Satisficina C om m andina
Policy monitoring,directives 
& decisions
S en sem a k in a Baraainina P ersuad in a
electronic mail
FIGURE 7.3: Distribution of EIS applications within the 
executive work theory (Ministry of Agriculture)
The use of EIS is quite widespread in the ministry. All executives have access to the 
system. Figure 7.4 shows these executives. The facility is also open to all middle level 
managers. Among the executives, the most active user was tlie Deputy Secretary-General 
(Operations). The Secreatry-General himself is also a frequent user. The minister and his 
deputy rarely use the system. They say this is due to lack of time.
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The executives use the agricultural statistics and the trade system frequently. Press 
clippings and policy monitoring, directives and decisions are popular with the middle 
managers. To the Secretaiy-General the EIS has given him the benefit of quick and easy 
referencing. He had said that with the EIS he did not need to ask his subordinates for 
these information frequently. He says. “ I seldom call my officers to get me the relevant 
files anymore. I now use the computer except for some special information” . Electronic 
mail is widely used within the ministry. The Deputy Secretary-General encourages its 
use. It is his main form o f communication, either internally with his subordinates or 
externally with his peers. He says that, “ the telephone is only available from eight to 
five, but the computer is available twenty-four hours.” Electronic mail greatly facilitates 
the Deputy Secretaiy-GeneraTs communication. Pie receives more feedback and views on 
certain issues as the mail provided a wider circle o f participation.
Parliamentary
Secretary
Deputy
Sec-G eneral
(Operation)
Deputy
Minister
Secretary-
general
Deputy
S ec-G eneral
(D evelopm ent)
Agriculture
Minister
FIGURE 7.4: Extract of an organisational chart of the 
Ministry of Agriculture
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7.3.3 P.M. 's Office
The EIS arose fi*om a cabinet decision o f 1984. Originally the system was not known as 
EIS. It was called the chief executive information referencing system. The following year 
the name was changed to the chief executive information and management system. The 
term EIS was only introduced in 1993. However right from the beginning, the system had 
all the features o f an EIS and the main users have been specifically executives. The 
objective o f the system is to provide an integrated, user friendly and dynamic system to 
users using the latest available technology. In 1994 technical obsolescence caused the 
EIS to be moved from a mainframe-based system to a client server system.
There are four categories o f the EIS applications:
i. Economy
Applications under this categoiy are general economy, production and price, money and 
banking, government finance, external trade, transportation, and tourism.
ii. Politics
Applications under this category are, election results and analysis, by-elections, electoral 
analysis, profile o f members o f parliament and state representatives, and profile of 
senators.
iii. Administration
Applications under this category are, national policies, parliamentary questions and 
answers, organisations, P.M .’s speeches, profile of senior officers, statutory bodies, 
company profiles, federal and state awards, Multi-media Super Corridor Discussions 
(MSC), assets declaration, Hadilh and Quran.
iv. Social
Applications under this category are, population,manpower,health, education, and welfare 
seiwices.
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Besides the four categories of information, the EIS also has links with other public 
databases such as the BERN AM A news-on-line seiwice and the New Straits Time Library 
On-Line, a link to the World-Wide-Web and e-mail facility. Figure 7.5 shows the 
distribution o f the EIS applications within the framework o f the executive theories of 
work.
U n d e r s ta n d in g D é c is io n  m a k in g Im p lo m o n lin g
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M o n ey  a n d  B anking o rg a n isa tio n s S ta tu to ry  b o d ie s  - b o a rd  of d irec lo rs
G o v e rn m e n t fin an c e c o m p a n y A s s e ts  d ec la ra tio n
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Sonsemaking Bargaining Persuading 
K oran a n d  H adith
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FIGURE 7.5: The distribution of EIS applications within the executive work theory 
(P.M.’s Office)
The office grants access o f the EIS to all officers. However, executives are the users. 
Figure 7.6 shows an extract o f the organisation chart of the P.M .’s office. Most of the 
executives, except for the political secretary, are users of the EIS. However, the type and 
the number o f applications they access vary. The P.M. uses only very few of the 
applications, although he has at least accessed most of the applications once. He 
frequently accesses the Quran application.
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The utilisation figures show that the users had accessed all the applications. However 
there are some which have been accessed just for a few times while others have more 
frequent accesses. Among the more utilised applications were BERNAMA news, profile 
o f senior officers, P .M .’s speeches, company profiles, organisations, Quran, New Straits 
Times Libraiy-on-line, and Multi-Media Super Corridor (MSC) discussions. There are 
applications which have seasonal utilisation such as the election results and electoral 
analysis which are more frequently accessed during election years.
O ffice
Automation
Manager
EIS
Operations
M anager
Information
System s
Director
EIS user 
Support 
M anager
Political
Secretary
Deputy
Principal
Private
Secretary
Prime
M inister
Press
Secretary
EIS
D evelopm ent
M anager
Principal
Private
Secretary
Special 
Functions 
O fficer II
Special 
Functions 
O fficer 1
Special
O fficer
FIGURE 7.6: An organisational chart of PM’s Office
The office does not have standard justification procedures. The development group will 
usually present a short paper to the senior officers highlighting the objectives of the 
identified application and the resources needed to develop it. The group does not do any 
cost benefit analysis. Requests for information from the P.M. usually results in the
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development o f related application. In such cases the request itself becomes the 
justification for the application.
Despite the long establislunent o f the EIS, the EIS group has been unable to prove that 
the systems have given sufficient benefits to justify their development and maintenance 
costs. However, the group do believe that the EIS has given the executives quick and easy 
reference to the information they need. Some of the applications such as the BERNAMA 
news have provided the executives with the most up-to-date happenings around the 
world. Executives express the same view. For example the Press Secretaiy remarked, 
“ The BERNAMA news keep me current o f the latest issues, for my work this is crucial” .
The PM has commented that the Quran application has given him a faster and more 
comprehensive understanding o f the Quran. The MSC discussions have kept him in touch 
with issues and comments raised about the project. To the Deputy Principal Private 
Secretary, the application on Senators’ profile and the profile o f MPs and state 
representatives have proved very useful. The P.M. uses this information as one o f the 
main sources on which to base his selection criteria of these people. But, there are no 
tangible benefits. Further, the group has not been able to define the benefits that these 
impacts have on the users.
7.4 Case Studies
The third section of the chapter evaluates five applications from the P.M .’s Office. Users 
and developers consider two applications successful and have produced intangible 
benefits. One application is seldom used and no one can identify any benefits. The 
remaining two applications have yet to be developed. These applications provide the 
context o f several experiments drawing on the proposed benefits management method.
7.4.1 Q u ra n
Users and developers regard this application as successful. The researcher has selected it 
in order to affirm the benefits realisation model within the context o f the activity of 
persuasion.
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The Quran is the Muslim scripture, the primary source of Islamic teachings. It offers the 
rules and practices o f  Islam and a reference for all Muslims, as it touches every aspect of 
Muslim life. Hence, to understand the religion it is important to understand what is 
written in the Quran. Since the Quran is in Arabic, those who do not speak the language 
have to rely on translations. However, in Malaysia, the majority o f the Muslims rely on 
the religious leaders for interpretation. The ability to cite verses from the Quran and to 
give its meanings is very highly regarded among the Malaysian Muslims. A person who 
is able to cite the verses freely is considered to be religious and knowledgeable in Islam.
The EIS group developed the Quran application in 1986 using IBM text retrieval 
software, Stairs. Users had access to it through their IBM 3279 terminals. The Prime 
Minister requested the application. In 1994 a client-server system replaced the IBM 
mainfi'ame. This meant that all EIS applications, including the Quran application, had to 
be redeveloped using Powerbuilder.
The application takes all 114 chapters covering 6237 verses of the Quran. It has the 
Arabic calligraphy displaying the verses together with the relevant Malay translations. 
Access to the application is through the EIS main menu. A user wanting to find verses of 
the Quran pertaining to a certain topic needs to key in the request and the system will
display the relevant verses and their translations, A user can also retrieve translations for
a particular chapter by keying in the required chapter number or its title. A profile of each 
chapter is available as well. A user can print anything retrieved.
The main objectives of the application are:
i. to give easy and quick access to required verses
ii. to give quick and correct translations o f the verses
The P.M. and his supporting personnel regularly use the application as citations in the 
P.M. speeches and writings. They use these verses and their interpretation as evidence to 
support certain ideas that are being promoted or explained. On average the P.M. accesses
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the application five times a month. Looking at the utilisation data his usage especially 
increases during election campaigns.
Before the development o f this application, requests for quninic verses on required topics 
and their translations were normally made through the Islamic Centre. The Islamic Centre 
is a government agency responsible for the promotion and monitoring o f Islamic policies 
in the country. As such, it has a number of Islamic religious officers whose views are 
often sought when it comes to religious issues. The response to the request usually took 
some time as it involved another organisation and answers had to be confirmed through 
manual searching o f the Quran. Hence, it was impossible for the P.M. to get an 
immediate response to certain requests that he made. With the manual search, it was 
rarely possible to cite all the relevant verses. There were also no hard copy printouts of 
the verses.
Speed is not the only advantage. The P.M. employs the application primarily to have a 
greater understanding of Islam. This is not just because he is a Muslim, but equally 
important because o f the environment that he faces.
The Malays strongly adhere to Islam. Muslims in Malaysia generally feel that Islam 
ought to be accorded a larger role in personal life and in the conduct o f public affairs. 
Hence, they require their leaders to be knowledgeable in the religion and their 
government must implement policies that arc not against their Belief.
The Malays who form 50% of the Malaysian population are respectful of religious 
leaders and hold them in high esteem. These religious leaders are normally scholars who 
have had formal religious education in either the Middle East or local religious schools. 
The P.M. has received no formal religious education. Hence, religious leaders sometimes 
question his authority on religious issues. There are certain sections of Malay society 
who are not happy with the way the P.M. handles Islamic issues, even though they 
admire his economic policies and his courage in international affairs.
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However, the P.M. believes that some of the Malays have a narrow understanding of 
Islam. According to him, they do not understand the Quran fully and thus the true 
teachings o f Islam. To him the ''Quran speaks in parables, the real meaning of which 
must be interpreted in the context o f the situation faced by the people through the ages.
But most interpreters insist on the literal meaning of the words in the QuranP
(Mohamad, 1985;pg.l9). He has written; “ the Malays have focused on only some of the 
Islamic teachings, neglecting others, particularly those pertaining to worldliness.” 
(Mohamad, 1985; pg. 21). He believes that many interpretation of Islam do not 
aclmowledge that it is a system of life and living that is wide and all encompassing. The 
Prime Minister has lamented, “ Each time a project is launched to raise the standard of 
the Malays in various fields of knowledge, doubts about its effect on religious faith have 
hindered its success.” (Mohamad, 1985; pg. 22). He finds this state o f affairs regrettable, 
“ one o f the saddest ironies o f recent times is that Islam, the faith that once made its 
followers progressive and powerful, is heing invoked to promote retrogression...A force 
for enlightenment, it is being turned into a rationale for narrow-mindedness; an
inspiration towards unity, it is being twisted into an instrument o f division and
destruction” (Mohamad, 1985; preface).
At the same time the P.M. has to face an opposition party, the PAS, which is traditionally 
known as the party of Islam. Before the mid 1980s the party supporters were mostly from 
rural Malay communities. However, since this time the party leaders have expanded their 
influence into urban centres and university campuses. In the 1995 election, the party won 
the state election in one of the eleven states in Peninsular Malaysia. The party leaders’ 
success has coincided with its adoption o f a more distinctly Islamic stance and a more 
combative religious idiom to attack the ruling party. In comparison to the P.M. most of 
the PAS top leadership have had formal religious education.
Even though Islam is constitutionally the official religion of Malaysia, more than 45% of 
its population are non-Muslims. In the wake o f Islamic revival in the country, the PM 
needs to reassure the non-Muslims that the Islamisation programme will neither affect 
them negatively or that it signals the end of a secular state in Malaysia.
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In the Muslim world, the Malaysian P.M. is a well-respected leader. He gives talks on 
Islamic matters at meetings and conferences. This compels him to prove that he is indeed 
knowledgeable.
The Quran application has been a useful resource for the P.M. Having no formal 
religious education, he uses the application to educate himself on Islamic principles and 
values. In this way he is better prepared to face issues concerning Islam. Backed by 
verses from the Quran he shows that his stand or solution on those issues are Islamically 
correct.
Convinced that the religious interpreters have narrow interpretations of the Quran, the 
P.M. feels that it is his duty to make the much-needed corrections and communicate these 
to the people. To do this he has to show explicitly that his reference is to the Quran. The 
nature o f the Malaysian Muslims is that persuasion depends on reference to the Quran.
The P.M. realises that to influence the people, he has to persuade them that these ideas 
are not against their religion. To do this he has to prove to them that he understands the 
Quran veiy well. Hence, the use of the application to assist him in making his assertions 
about certain ideas and innovations.
To counter attack the accusations o f the opposition party, PAS, and increase the 
popularity o f his ruling party, the P.M. realises that he has to persuade the people that his 
party’s actions are not contrary to Islamic teachings. He has to show them that he really 
understands the Islamic principles and that PAS’s interpretation is too narrow. He tries 
to convince them that Islam is not just about rituals and appearances, but Islam is a way 
o f life. At the same time he tries to point out to non-Muslims that the universalism of 
Islamic values are not inconsistent with other ways of life.
These benefits are real, not simply imagined. The P.M. himself has said, “ It is easier to 
read the Quran and its interpretations through the computer.” It has given users insights 
into each chapter o f the Quran and most importantly the translations have given the users 
understanding as to the contents of the Quran. This is achieved by the ability to query
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certain required topic lluoughout the Qiira?}. The query brings all related verses from the 
different chapters together. With this understanding, the P.M. has used the application in 
preparing speeches and writings which are more persuasive to his audience. The ability 
o f the application to furnish the P.M. with all relevant verses pertaining to certain topic 
has enhanced his image among the people. It reaffirms his position as a Muslim leader. 
Newspapers constantly refer to the P.M. as a religious leader who relies on the Quran and 
is able to quote freely and aptly from it. His officers and cabinet colleagues have a high 
respect for his knowledge on Islam. One o f his officers has suggested that the P.M. 
probably understands Islam better than the religious leaders who have formal religious 
education. A Malaysian writer (Othman, 1997) has observed that the PM has managed 
to change not only some o f the M alays’ sensitivities on certain aspects of their culture 
but also on several religious dimensions.
Taking Neustadt (1960), the model hypothesised that an executive’s persuasive power is 
enhanced by his authority and status, good professional reputation, and good public 
image. Hence, an executive with these characteristics will be able to use the EIS 
application effectively in his persuading role. The P.M. by virtue o f being the leader of 
the goveniment is a man o f authority and status. As the leader of a political party he has 
authority and status within the party. This authority and status as the party leader has 
helped him in making his arguments about the teachings of Islam accepted by many of 
his party followers. However, true to what Neustadt has written, authority and status 
alone does not guarantee that all his decisions and policies will be accepted by the people. 
This is especially in the issue of Islam where religious leaders have all along been a 
powerful force. His good reputation reflected by his concern of the welfare of his race, 
the Malays, make his arguments better accepted by the people. PI is conviction that what 
he is doing is correct and his courage to stand up for his belief make the ideas that he put 
forward agreeable to the people. Internationally his reputation as a leader o f a developing 
Muslim nation wins him invitations to give talks at Islamic conferences and meetings. 
This has by itself given him the opportunity to enhance his reputation. Because of the 
close connection between political and religious authority in Malaysia, the PM has been 
able to use the system to establish a source of religious authority to complement his 
political authority.
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Looking at organisational factors, centralisation of religious decisions and policies will 
logically support further utilisation o f the Quran application. However, in Malaysia, 
religious issues are a state matter. These are under the jurisdiction of the respective head 
of states. This in fact forces the P.M. to be more persuasive in making his Islamic views 
accepted.
The application has simple retrieval method making it very easy for users to access 
without the help o f any support personnel. However, what makes the application 
successful as a tool for persuasion is its comprehensiveness and the fact that it is verified. 
Every single verse o f the Quran in the application was checked. This is important 
because the users do not understand Arabic. Hence, it is impossible for them to spot any 
errors. There are many on-line versions o f the Quran which have several verses deleted 
or added to them. Knowing that the application is totally verified gives the users, 
especially the P.M. confidence in citing the information. Another important factor is that 
the application provides the very information that the P.M. needs to assist him to portray 
the image o f a well-learned Muslim.
The application has been successfully used in a way that delivers its potential benefits, 
even though the P.M. has not seen the benefits as such.
7.4.2 BERNAM A News-oii-Line
Users and developers regard this application as one of the most successful. The researcher 
selected it in order to provide a means o f affirming the benefits realisation model within 
the context o f the activity o f learning as the Quran application affirmed the model in the 
context of persuasion.
Executives have had access to the BERNAMA news-on-line by means of the EIS since 
1993. This is one o f the two subscribed applications in the EIS. It is a stand-alone 
application. However, it has been adapted as a network application and integrated into the 
EIS. The main purpose for having the application is to give users the latest local and 
international news.
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All EIS users have access to this general application. BERNAMA demonstrated their 
news sendee to the P.M. office in 1992, They had just established the service and had 
veiy few organisations subscribing to it. A group o f three senior analysts assigned to 
evaluate the service recommended its incorporation into the EIS. They believed that the 
sei-vice would provide the most current news to the executives. However, like all other 
applications in the EIS, there was no cost benefit analysis done, even though the costs 
were clear as they were billed monthly. There was no attempt to identify benefits. The 
evaluation report described each category o f news without going into how users would 
benefit. Analysts deemed it sufficient that the service would provide executives with the 
latest news. In fact, the IT management made their decision to subscribe immediately 
after the demonstration. The evaluation report was a formality. Cost had not been a 
constraint in the development o f any other EIS applications and similarly had not been a 
limiting factor for the subscription.
The application has easy menu driven screens. Retrieval of information is simple, but 
there is no analysis. An executive can access any of the news item listed and if required, 
he can print them. As an on-line news service, screens are continuously updated 
tluoughout the day and the night. The seiwice retains the information for a week. Since 
most of the news is published in the newspapers the following day, retaining information 
for a week seems adequate.
There are nine categories o f information:
i. general news - refers to local, miscellaneous political or social events;
ii. communication and transport news - deals with events in the transportation industry;
iii. world news - covers events happening around the world. Most of the world news 
come from wire services such as the Associated Press, AFX-Asia News, Agence 
France, Asia Pulse, Reuters, and Kyodo World Services;
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iv. corporate news - concerns commercial and industrial affairs, for example 
restructuring o f a company or the appointment of a company’s new CEO ;
V. economic and finance news - reports on the Malaysian stock market and 
occasionally gives statistics on the country’s economy;
vi. conunodities - carries the prices o f commodities and other related news;
vii. BERNAMA Executive Report - special reports on important events or news either 
national or international;
viii. Finance and Banking - provides news on the banking and finance industry;
ix. Newspaper Summary - highlights the major news stories found in 19 different 
newspapers. These include national newspapers, regional newspapers and papers of 
the two main vernacular languages. Mandarin and Tamil.
BERNAMA news-on-line is the most utilised application after electronic mail. 
Executives use the service to keep abreast of recent happenings. The users are the P.M. 
and several senior officers in the P.M .’s Office. However, the most regular users are the 
Special Officer to the P.M., the Press Secretary, the Assistant Press Secretary, the Deputy 
Principal Private Secretaiy, and the Director of the IS Unit. They employ the service 
daily. Even though the P.M. is a prime target for the seiwice, he uses it irregularly. On 
average he accesses the application three times a month. Unlike other EIS applications, 
regular usage is essential for it to be really beneficial as there is new information all the 
time. Some o f the most frequent users have the application on their computer screen so 
that they can continuously monitor the news.
The P.M .’s Office has to be alert to all news. O f course, the P.M. and his aides have many 
sources o f information, formal and informal. The BERNAMA news is one of the formal 
sources. There is plenty o f information, even though not all of it is relevant. Before the 
implementation o f this service, the executives only read the news the following day from
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the newspapers. The P.M. has to be informed of urgent news immediately. There is no 
evidence that executives have used the information provided through the service directly 
in decision making. However, continuous scanning of the service provides some basis for 
understanding and learning about what is happening in an executive’s environment. One 
executive commented : “ I have not made any decision or taken any action based on the 
information 1 read. I read the news to keep me aware of what is happening.”
Newspaper summary is one o f the most highly used aspect o f the service. Unlike the 
other categories, the currency o f the information is not critical for this category. What is 
important is the availability o f the various regional and vernacular newspapers. There are 
national newspapers, as well as regional papers, that are published and circulated only at 
regional levels. There are also papers of vernacular languages such as Tamil and 
Mandarin. What is useful is that the service provides summaries o f all papers in either 
English or the national language i.e. Malay. Hence, executives can scan through the 
papers, irrespective o f the language used and their circulation area. In a multi-racial 
country such as Malaysia, this is very important. Even though the news coverage is 
similar, different papers emphasise different aspects. The vernacular newspapers, 
spotlight events which are sensitive to their specific communities. For example, a Tamil 
newspaper will have more that is relevant to Tamils, A paper’s editorial view reflects the 
community’s view. This serves as a mechanism for continuous learning on what is 
important among the different racial groups. This understanding is essential to the P.M. 
and the officers supporting him as any policies or decisions made need to consider all 
these sensitivities.
The BERNAMA executive report gives users reports o f local and international events 
seen from the perspective o f the agency. Scamiing through these reports gives executives 
alternative interpretations of events which may enrich their views.
The executives who are regular users of the application are among the more innovative 
group o f officers. Personal and working experience with the Special Officer, the Press 
Secretaiy and the Deputy Principal Private Secretary suggests that they are always 
proactive. The nature o f their roles and the character o f the person whom they are
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serving requires them to be innovative. In fact these characteristics are crucial for their 
selection to these posts. The Deputy Principal Private Secretary has a reputation for her 
entrepreneurship not only among the employees of the PM office but also among her 
colleagues in other departments. She has introduced several changes to the 
administration o f the office and was responsible for suggesting a number of applications 
that are now part o f the EIS. This group of users are also officers who are known to 
demand details and handle much information.
Looking at the organisation, socialisation is one of the factors that encourage the high 
usage o f  the service. The Press Secretary’s use of the application has encouraged his 
assistant to adopt it. The author has observed meetings and informal gatherings in which 
recent news which was obtained from the application was discussed. This oflen led others 
to access the service, sometimes for the first time. The EIS group has promoted the 
application widely. It is frequently demonstrated as an effective example of an EIS 
application.
The application has also favourable features for learning. The information is current. The 
information comes from a multiplicity o f sources and is well integrated, although there is 
no analysis. The retrieval system is simple.
The system has been successful delivering users its potential benefits. This is gauged not 
only through its regular utilisation, but from user feedback highlighting usage 
characteristics and its impact.
7.4.3 External Trade
Users and developers do not regard this application as successful. The researcher selected 
it in order to contrast it with the previous application, Bernama news. Since both 
applications fall within the learning categoiy, the same factor should lead to the 
realisation o f their benefits. Because one application has been successful and the other 
unsuccessful, a comparison should identify those features which differ. By this means the 
sources o f failure of the External Trade application should be revealed.
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The external trade application was one o f the first components o f the EIS developed in 
1985. It is a pillar o f the economic sector. External trade is an important application 
together with general economy, government finance, money and banking, price, and 
tourism. The objectives o f the application are :
i. to provide users with the latest external trade figures
ii. to give the trend and the trading patterns o f Malaysia’s external trade
The original proposal to develop the external trade application stated that information on 
external trade was essential to the P.M .’s office. This is not only because external trade is 
an important component o f the economy, but specifically, because the P.M. was 
chairman o f various trade related committees and councils. Among them are, Malaysia 
Trade Council, Malaysia Business Council, Trade Sector Service Committee, and 
Foreign Investment Committee. The external trade application is to assist the P.M. and 
his officers in understanding Malaysia’s external trade. This information is a reference 
for the P.M. and his officers. Even though there is already an external trade database in 
the M inistiy o f International Trade, the report argued that the earlier database was not 
suitable for the needs o f the P .M .’s office. The M inistiy’s database was very detailed and 
the output was not suitably formatted. At the time, however, all trade-related information 
had to be requested from the Ministry and trade publications. The time required to 
prepare external trade information was unsatisfactory and limited. The report concluded 
that having an internal application as part o f the EIS would give executives the flexibility 
to scan through the information with comparative ease. It would greatly enhance their 
understanding of the country’s international trade situation.
Technical and design issues became the main focus during development. The data 
conversion required much effort and raised problems, most notably because the Ministry 
and the P.M .’s office used different computers. There was veiy little thought given to 
how the application might change some o f the procedures or how executives would 
realise the benefits that had been cited in the proposal. On completion of the 
development maintenance of the system became the next focus.
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The SQL/DS DBMS was the basis o f the application. Intellect™ provided an easy query 
language, but SQL was also available. When the EIS migrated to a client server system in 
1994, the developers selected Oracle and Powerbuilder as the main system software.
The application contains external trade figures between Malaysia and the rest of the 
world. It gives data on total exports, total imports, balance o f trade and the type of 
imports and exports that Malaysia has with every country with which she trades. Every 
item records quantities and values for both import and export. Information is available 
for each quarter for the last five years. This enables executives to observe trends.
Access to the application is through menu-driven screens. Executives can retrieve 
information by year, by country or group of countries (e.g. European Union, Aseaii) and 
by commodities or group o f commodities (eg. food, manufactured goods, chemicals and 
related products). Analysing the application, there is much information. It provides the 
understanding o f Malaysia’s external trade positions and the trends throughout the years. 
It highlights imports and exports that have significant impact on the balance of trade. It 
also focuses on Malaysia’s important trading partners and emphasises the historical 
information for any selected country.
The P.M .’s office uses the application as a reference when dealing with foreign countries 
through such events as the P.M. visits overseas or the visits of foreign dignitaries to 
Malaysia. No one envisaged this use of the external trade application when it was 
proposed. This may be because it was not only in the late 1980s that the P.M. began to 
lead trade missions overseas. For most o f the missions, the P.M. needs background 
information on trade activities between Malaysia and the country concerned. The 
application gives him the knowledge and understanding which guides him in his talks 
and meetings with his counterparts. This is an example of Mintzberg’s monitoring and 
spokesman role. The P.M. receives information that enables him to understand what is 
taking place and helps him to detect problems and opportunities. Fie then disseminates 
some o f the information during his interactions with trading partners. Similarly, the P.M. 
uses the application during visits o f foreign officials to his office. The EIS group
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publishes the relevant information in brochures and pamphlets which are distributed 
during visits.
However, executives rarely use the external trade application for its original purpose. 
Analysing the utilisation, it is clear that it heavily coincides with either the Prime 
M inister’s overseas visits or visits from other foreign officials. Executives do not seem to 
scan it regularly. This suggests that the application is rarely used as a base for learning of 
the country’s external trade activities. Hence, its benefits are limited.
The P.M. and his senior officers were the target audience initially. The P.M., however, 
has rarely utilised it directly. For the past five years, he has only accessed the external 
trade application twice. His use is always through the support staff who were directed to 
print specific information as required. The employment by other officers has also not 
been veiy satisfactoiy. From 1995 to the middle of 1997 there were only 93 accesses by 
all potential users o f the external trade application. Only one or two officers use it 
consistently. Before the migration to the client server system, users had commented that 
the application was difficult to use. The queiy language was not flexible and the SQL 
queries were too complex. However, the improvement brought about by having access to 
the system as menu-driven has not brought much changes. The officers who use the 
application are junior. Thus, the employment of the application as a base for users to 
increase their understanding o f the country’s external trade has not been realised.
The EIS group reviewed all applications in the office before the system was changed 
fiom the mainframe to the client server system. The users rated the importance of each 
application. They found external trade useful. One comment from a senior officer was , 
“ the external trade application is very important and should be retained in the new 
system. It gives me great confidence just to laiow that it is there whenever I need it.” 
There were also adverse comments made o f the system. Another user commented, “ I can 
easily phone someone at the ministry and get all the information I want, the data is more 
current.” Despite this and the low utilisation rate, there was agreement that the 
application was necessary. However, there was no attempt made to analyse why a 
seemingly interesting and useful application had such low utilisation. It was largely
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believed that people were put off by its relatively complex queries. Hence, it was 
assumed that the new and easy retrieval system brought about by the changeover to a 
client server system would improve the situation.
The target group for the application are the same group of executives who are using the 
BERNAMA news-on-line seiwice. They are the executives who assist the P.M. in all the 
trade-related committees that the P.M. chairs. Understanding and having a thorough 
knowledge o f the topic will thus make them more effective in carrying out their roles. 
However, they are not regular users of the application.
The EIS group does not demonstrate the external trade database to new users in their 
early training sessions unless the users asked for it to be shown. Historically, this was 
because o f the early complexity o f the interface. No one wished it to discourage potential 
users. Even though improvements were made to the application, the condition remains 
the same. An officer interviewed in the study still thinks that she has to key in long 
queries to access the external trade information. The EIS support group does not feel very 
comfortable in promoting the application even though the members are convinced that it 
is veiy beneficial. Further queries indicate that being a technical group, the EIS support 
group felt veiy inadequate when asked to train users in using the trade database. The 
support group differs from the developers. The developers may have a little bit more 
Icnowledge on the topic, acquired during the application’s development. Members of the 
support group are not always able to answer questions posed by users. Socialisation has 
not been able to assist in realising the benefits as the users are mostly junior officers and 
hence have very little influence. The officers’ roles may also be a constraint to their use 
o f the application. Their busy schedule leaves them very little time for scanning activities 
although the complex and unstructured nature o f their roles means that they should be 
good scanners.
Looking at the system’s features, the application provides a very simple retrieval method. 
The menu-driven queries enable users to easily access the information. However, being 
menu-driven, the flexibility in analysing the trade figures is somewhat limited. The 
application presents information only in tabular formats, making analysis on trends and
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patterns difficult. The flexibility in analysis available in the previous system has been 
replaced by a relatively rigid predefined output. In terms o f differentiation, the score is 
also not very high. The information is not very current as the updates are quarterly. The 
application only provides trade information between Malaysia and the other countries. 
There is no information on the external trade o f other countries, especially those within 
the Association o f South East Asian Nations (ASEAN) that can be used for comparison.
7.4.4 Comparison of the BERNAMA news-on-line and the external trade system
Analysing the BERNAMA news-on-line application indicates that most of the success 
factors to using the application for learning as hypothesised in the learning realisation 
model are present. The benefits realisation model does explain the existing level of 
satisfaction. This observation tends to agree with the previous studies of Markus (1983), 
Ki'aemer (1993) and Vandensboch and Huff (1997). The regular users o f the application 
have characteristics that are positive to learning as hypothesised in the model. They are 
innovative, receptive to all types o f infomiation and can deal with complex information 
well. Organisationally the EIS support group has promoted the application well. There is 
no lack o f training for the application. Executives are veiy well aware o f its existence and 
its potential benefits. Socialisation reinforces training. Some executives start to use the 
application after learning that their friends have access to the most current news through 
the application. The job characteristics which are largely unstructured may also 
encourage the application scanning as it covers a wide variety o f topics. Looking at the 
teclmical features, BERNAMA news-on-line contains a wide variety of information 
coming from a multiplicity o f sources and which continually changes. It integrates 
various local and international news, views from different newspapers, and special reports 
on important issues, thus providing the integration factor.
The presence o f all these factors in the regularly used BERNAMA news-on-line 
application has only affirmed the benefits realisation model for learning. It does not 
indicate any degree of importance to any of the factors. It is not possible to suggest social 
influence or user support or any other factor as the most influential factor in encouraging 
the executives to use the application. However, external trade application, adds several 
possible insights to the analysis.
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The study on the external trade application has shown that the application has not been 
successful. Although the application was developed much earlier than the BERNAMA 
news-on-line, executives have rarely used it. An examination o f those who have access to 
the application reveals that most of them are the same executives who have access to the 
BERNAMA news-on-line seiwice. Yet they do not make full use of the external trade 
application. The P.M., for instance, has all the user characteristics proposed in the 
realisation model for learning. He is always recognised as an innovator. There are many 
examples o f this. He was responsible for the national car project which has proved 
successful in the past few years. The more current innovative idea is his multi-media 
super corridor (MSC) project which is slowly taking shape. He is a thinker and a natural 
scanner. Despite all these positive characteristics, he has hardly use the external trade 
application. Although executives who lack the predisposition to learning seldom use 
either applications, the analysis suggests that favourable user differences alone are not 
sufficient. This is similar to the findings o f Vandenbosch and Huff (1997) who found 
that a predisposition toward scanning behaviour is a necessaiy condition, but not a 
guarantee to successful EIS scanning. There must be some factors that make external 
trade a less attractive application.
Looking at user support, it is clear that there is much more promotion for BERNAMA 
news-on-line than the external trade. Training for the latter is mostly on requests, and 
there are few requests. The demonstration of BERNAMA news-on-line, on the other 
hand, is central to every training session. As described in the case studies, this is largely 
because the EIS support group finds it easier to explain the contents o f the BERNAMA 
news and demonstrate its benefits than that of external trade. To promote external trade 
application effectively, the EIS support group must have some knowledge of the subject 
and the terminology. Their technical orientation causes them to ignore this. As the 
application is rarely used by the executives, socialisation has not been a factor. Applying 
the job characteristics factor in the case of BERNAMA news-on-line suggests that the 
unstructured and ad hoc manner may have been one of the causal factor for the 
BERNAMA news scanning, but this does not seem to hold true in the case of external 
trade. Looking at another aspect of job characteristics, that is the work schedule, the
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experiment suggests that those executives with tight daily schedules will be less likely to 
scan tlu'ough the application. Taking the P.M. as an example again, despite exhibiting a 
predisposition towards learning and having access to the BERNAMA news-on-line 
service, his use o f the service is only minimal. Studying his work schedule and 
interviewing him revealed (hat his time is limited. This is a plausible reason since regular 
scanning requires executives to spend some time going through the application. 
Executives whose sehedulc is always full will find it difficult to find the time to scan 
through the applications.
Studying the technical features also reveals that, external trade application has less 
favourable features than the BERNAMA news-on-line. BERNAMA news-on-line clearly 
demonstrates differentiation. Vandenbosch and Huff (1997) have concluded that 
differentiation is not an important success factor. Adding more varied information will 
not encourage the EIS scanning. However, the experiment with BERNAMA news-on­
line seems to suggest that this is a significant factor in the success o f the service. Tlie 
lack o f this may also be one o f the important reasons for external trade to be ignored by 
the executives. The external trade data is three months old and the scope of the 
information is relatively limited. The application does not include projections and 
forecast figures and comparisons within countries of the same regional grouping is 
impossible as there is no such data in the application. An executive might increase some 
o f his understanding o f the country’s external trade, if he can relate the increase and 
decrease o f the trade figures with certain new policies or control measures introduced by 
the government. Hence, integration o f the application with other pertinent applications 
and issues is useful. At the moment, the application does not have any linkages to any 
other applications. Flexibility which is found to be an important technical feature in 
Vandenbosch and H u ffs  study, is also lacking in external trade. Unable to put the 
figures into some charts or graphs where trends are easily seen and understood, may have 
discouraged some executives from using the application.
All these seem to indicate that organisational and system’s characteristics are very 
important factors in realising benefits from learning applications. The experiment thus 
indicates that user characteristics of innovativeness and tolerance o f ambiguity are an
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important basis for users to benefit from learning applications. However, without 
sufficient promotion and training, social influence and some available time, the benefits 
o f these applications may not be fully realised. Available time becomes a crucial factor 
for busy executives. The application itself, if it lacks flexibility, differentiation and data 
integration will not attract scanners.
To increase the possibility o f  delivering the benefits from the external trade application, 
the researcher suggested the following changes:
i. One o f the solutions proposed was for the support group to play a more proactive
role. The group may act as filters, scanning and presenting the information to the 
users. The group has implemented this allernative. This allows for more help to 
executives with little time. The results, however, did not show much 
improvement. The result is limited as the group lack the capabilities to analyse the 
data.
iii. Another undertaking was to make the EIS support group more proactive in their
promotion and training. The group must not wait for the executives to request for 
training, but promote the application widely by highlighting the benefits that it 
can potentially provide. The author has taken this step and promoted the 
application to the Special Functions Officer to the P.M. who thought that the
application was still using the old interface. The immediate result was the
utilisation o f the application by the executive.
iii. This is related to the group’s understanding and knowledge about the topic. The
inclusion o f a subject matter expert in the group is now under consideration.
iv. To train an executive who can be a catalyst in influencing other executives into
using the application. The Deputy Private Principal Secretary has agreed to this
role.
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V. The application itself needs some enhancements. The strictly tabular presentation
needs to be complemented with some graphical charts emphasising trends and 
forecast growth. This is being looked at as the present software has the 
capabilities. This was not considered before since the developers argued that 
even with simple tabular presentation, users have rarely used the application.
vi. Quarterly updates o f the information may be improved with some projected trade 
figures. Although the data is not confirmed, it provides users with some useful 
information.
vii. To increase the usefulness of the information, it was suggested that the EIS group 
should look into having external trade figures for countries within the ASEAN 
countries. This will provide valuable knowledge and allow users to make 
informed comparisons.
7.4.5 Decision tracking and Electronic meeting
The applications are extensions to the applications available under the communication 
management component o f the EIS. Having established the electronic mailing and faxing 
system, the diary system, and the calendaring and scheduling system, the EIS group 
identifies electronic meeting and decision tracking as further applications which would 
enhance the efficiency o f the office. This is also in line with the electronic government 
project that is being promoted throughout all ministries. The budget for the applications 
comes from the yearly expansion programme of the IS Unit. At the time of study the 
systems have been approved. The IS Unit decided not to develop the systems in-house. 
As such the office is preparing a tender document calling for total solutions of the two 
applications. The tender document will contain the objectives of the two systems 
together with the functionalities that the systems must have. Discussions with the IS 
managers o f the office revealed that vendors who can provide all the functionalities 
required will be shortlisted. The shortlisted vendors will then have to develop small 
prototypes and demonstrate them to the selection committee. There are two committees 
set up for these projects. One committee, the steering committee, looks into the 
management aspects o f the projects, defining the requirements. Another committee is the
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teclmical committee which evaluates the teclmical capabilities o f the proposals. The 
steering conmiittee will make the selection. The chairman o f the technical committee is 
also a member o f the steering committee.
In the case o f the electronic meeting, the P.M. office has on several occasions arranged 
for video conferencing facilities for the P.M. Hence, with the electronic meeting the 
facilities will always be available when required. The report proposing the system has 
defined the system’s objective as a way to improve the effectiveness and efficiency of 
personal and workgroup communication.
The P.M. is to be the main user of the system together with all the senior officers in the 
office. With the application developers envisage that travelling time for attending 
meetings will be reduced, and the communication boundaiy will be extended, where there 
is no location, distance and time limitations. Besides these, there is no mention o f other 
benefits that the system will have on either individual user or the organisation as a 
whole. Plowever, the system’s proposal include a list o f technical features which the 
system must have. The features required for the system are:
i. Internet phone - to enable point-to-point audio conferencing over the Internet or 
coiporate Intranet, allowing voice calls to be placed to associates around the world;
ii. Multipoint Data Conferencing - allows two or more people to communicate and 
collaborate as a group in real-time over the Internet or corporate Intranet. It enables 
users to work together by sharing applications and exchanging information;
iii. Application sharing - it enables users to share a programme, allowing them to see the 
same data or information, it allows applications to be shared transparently without 
requiring any special knowledge o f conferencing capabilities;
iv. Shared clipboard - allows a user to exchange the contents of the clipboard with 
other participants in a conference.
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V. File transfer - enables users to send a file to a specific person or all the people in a 
conference;
vi. Whiteboard - a multi-page and multi-user drawing application that enables users to 
sketch diagrams, organisation charts, flow charts or display other graphic 
information with other people in a conference;
vii. Desktop video conferencing - allows group of people and individuals in different 
locations to hold interactive meetings.
The objective o f the decision tracking system is to provide a common formal
communications mechanism which will enable key people to track the implementation of
government decisions. It should promote collaboration among executives, increase their
efficiency and effectiveness, and cost-saving workflows.
The teclmical features o f the system are to be:
i. the ability to display a short synopsis or extract for the user to browse, prior to 
opening or selecting the document;
ii. the ability to drill down into the source document to read the detailed information;
iii. the ability to access historical information stored in the decision tracking system;
iv. the ability for all users to access the decision-making solution from anywhere within 
the government networks;
V. the ability for access to particular decisions to be restricted to a series o f users 
and/or group;
vi. the ability for discussion groups to be password-protected to prevent unauthorised 
access to sensitive information;
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vii, the ability for members o f the decision tracking system to be automatically notified 
when a particular decision tracking database has received a new posting.
The justification for the two systems was that they will increase the efficiency of the 
P.M. office. The proposals also conform to the electronic government initiative promoted 
by the government. One o f the objectives o f the electronic government project is to 
improve information flows and processes within government and in the process improve 
the speed and quality o f policy development, co-ordination and enforcement. There were 
no identification o f other potential benefits or how the systems would actually affect the 
potential users. The EIS group intends to evaluate vendors’ proposals on the basis of 
technical capabilities. However, the researcher argued that having the technical features 
need not necessarily mean that the system will be implemented and used effectively. 
The best system demonstrated may not be the right system, may not deliver the right 
benefits to the office. But if EIS group identified benefits, they would be able to use 
these benefits as the basis or guidelines for ensuring that the systems implemented are 
focused on delivering the promised benefits. Vendors would know what they are 
expected to deliver. The researcher also argued that the systems’ success were not only 
dependent on the systems’ features and capabilities but also on the users and their 
environment. Changes and adaptations may have to be made to encourage the effective 
use o f the systems. These faeilitating factors will be difficult to define without knowing 
the actual targets or benefits that are to be realised.
The benefits management method proposes the use of a framework of theories of 
executive work and the EIS benefits model to justify the development of EIS 
applications. An electronic meeting system clearly indicates group activity. Looking at 
the objective o f the system which emphasises efficiency in workgroup communication 
and analysing the system’s features o f information sharing and interactive meetings, the 
researcher concluded that the system would primarily address the sensemaking activity of 
executives. Users can use the system to disseminate ideas which they have gathered or 
have an interactive discussions on certain pertinent issues. Learning is possible through 
the exchange o f experiences. Linking the electronic meeting system with sensemaking 
activity indicates the area of executive work which will be potentially affected and
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enhanced and gives a set o f potential benefits of the system. Here, the potential benefits 
include improved sensemaking activities of action, affiliation, triangulation, deliberation 
and contextualisation. There are also the benefits of shared vision and improved 
communication.
Analysis on the proposed decision tracking system indicates that despite its name the 
system is not to track or monitor decisions. The system is for certain selected executives 
to discuss important issues before making any decisions. They will input their views and 
get feedback from others in the group. The elements of collaboration and communication 
emphasised in this system indicate that it involves group activity and in this case group 
learning. Hence, it was concluded that decision-tracking system is also a sensemaking 
application.
Even though the systems have been justified, the group agreed that using the models of 
executive work and the EIS benefits model would have made their justification more 
objective and concrete. The benefits model would show that the system will have the 
potential to deliver the benefits o f higher performance and enhanced reputation. They 
would be able to highlight the EIS features and the capabilities and mechanisms which 
would lead to the outcome and final benefits.
Nevertheless the potential benefits o f the system will be used as guides for its 
implementation and as evaluation criteria at the end.
7.5 Summary
In the process o f formulating the EIS benefits management method, the researcher had 
introduced a number o f concepts. To ensure applicability of the concepts in the Malaysian 
government she tested these within the affected organisations. This chapter reports on the 
findings from these studies. The next chapter will analyse these results within the 
philosophical approach adopted for the study and describes some of the supplementary 
findings that have resulted from the study.
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CHAPTER 8:
ANALYSIS
8.1 Introduction
The study has Formulated an ETS benefits management method. The primary objective of 
this research is then to affirm the utility o f this proposed method. Experiments were 
conducted to test the method’s utility, testing the various concepts that have been 
introduced. This chapter discusses the findings from these experiments. The analysis is 
done within the framework o f the tests that have been laid out in the research method 
chapter. It looks back at each step o f the proposed EIS benefits management method 
analysing the identification, the selection, the implementation and the evaluation steps 
and reviews how each o f them meets the criteria that has been set up. This then leads to 
the affirmation o f the method and the discussion o f how the proposed method overcomes 
the problems o f existing benefits management methods. Further, the chapter analyses 
other findings o f the study in an effort to offer generalisations for theories, concepts and 
principles underlying the proposed EIS benefits management method. These include the 
generalisation o f M intzberg’s managerial roles, executives’ use o f EIS, uses of EIS, 
implementation issues of the EIS benefits management method and the concept of 
evaluation as organisational learning.
8.2 Affirming the utility of the proposed EIS benefits management method.
Chapter 5 has laid out four criteria in order to evaluate the utility o f the proposed EIS 
benefits management method. First, are the instruments or tools useful? Is there a warrant 
for the teclmiques? Do the techniques result in interpretations infused with meaning? Do 
the teclmiques frame the problem in such a way that it can be solved? Do the technique 
promote a response from the situation? Do the techniques keep the inquiry moving? 
Second, do the experiments lead to expected and desired outcomes? Third, do the 
techniques deal with breakdowns in conversation? Fourth, do the experiments lead to 
organisational learning? The affirmation o f the proposed EIS benefits management 
method’s utility will be analysed within the framework of these criteria.
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8.2.1 Identification of experiments
The first step o f the proposed EIS benefits management method is the identification of 
projects or experiments. For this step the method adopted the technique used by Belcher 
and Watson (1993) in their assessment of EIS in Continental Oil and Transportation 
Company, Conoco. Is there a warrant for using this technique?
Belcher and Watson developed the technique in order to evaluate the value o f EIS in 
Conoco. The objectives o f the evaluation were to; identify users o f the system; identify 
user requirements; identify and eliminate low-value applications; identify applications 
that should be enhanced or added. These objectives are similar to the objectives o f the 
identification step o f the proposed benefits management method. The objectives of the 
step are to identify the applications, to identify the active and inactive users, and to 
identify those applications that were frequently utilised.
The technique in Conoco evaluates a portfolio o f applications. There are seventy-five 
applications in total and hundreds o f screens. Likewise the proposed method is also 
portfolio based. The method is to study all the EIS applications available in the 
organisations, namely the P.M .’s Office, the Ministiy of Agriculture, and the State 
Secretariat. In total these three organisations have 50 applications with hundreds of 
screens.
In formulating the technique, Belcher and Watson have used several principles and 
evaluation concepts derived from the IS evaluation literature. They incorporated a variety 
o f benefits into the evaluation as proposed by Dixon and Darwin (1989). They included 
the intangible benefits as these exist with decision support-oriented applications (Malone 
and Wharton, 1984). They looked at each EIS application, measuring benefits at the 
lowest logical level. The technique adopted both quantitative and qualitative method 
attempting to quantify as much of the benefits as possible.
The technique is very detailed and systematic and is documented step-by-step. The usage 
statistics gave utilisation data o f the applications. The analysis revealed which 
applications were being used, the users and the frequency o f use. The utilisation data was
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complemented with interviews. The interviews indicated the benefits that users were 
getting from the applications, both tangibles and intangibles. The usage statistics and the 
interview data were used to prepare application reviews for each o f the application. The 
reviews provided a basis for analysing all of the applications. It gave important details of 
the applications. These details included number o f users o f the system, frequency o f use, 
and perceived benefits o f the system.
The technique was successfully used in Conoco. The process met all the objectives that 
were initially established and was accepted by Conoco’s management as being thorough 
and objective. Conoco gained several valuable lessons as a result o f this evaluation. It 
gives Conoco greater awareness o f the system’s current and potential value. It shows that 
a meaningful analysis is possible only by analysing each type o f benefit at the 
organisational level rather than measuring the output before and after EIS 
implementation. It renews interest and support for the system and it identifies 
applications that should be enlianced or added as well as those that should be eliminated. 
Based on these and the fact that the step has similar objectives with Conoco’s evaluation 
the teclmique is suitable for the study. Belcher and Watson (1993,p.240) have said, “ The 
evaluation approach is generic and should be applicable to other organisations with an 
BIS” .
To make the technique more appropriate for the study there were a few amendments 
made especially to the questionnaire. Through discussions with organisational members a 
few questions were deleted and new questions were added to suit the type of users 
intei"viewed. As an example in interviewing the P.M. the researcher added at the outset 
general questions on IT. This then led to other more specific questions. The researcher 
also designed additional questiomiaires for the interviews with the development group 
and the support group.
Tlirough the interviews and discussions, the teclmique was able to enquire about the 
utilisation and the perceived benefits of each o f the applications. The interview with the 
P.M. gave an insight into his views o f the applications and IT in general. It gave an
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answer as to why he is not able to use the EIS more frequently and some suggestions of 
how the applications could be improved.
Employing the technique the researcher was able to identify a portfolio o f EIS projects 
from the three organisations in the study. The quantitative and qualitative approach o f the 
technique enabled her to identify the users, their utilisation rate and the perceived benefits 
o f the identified applications, it is easily modified and could incorporate new ideas and 
concepts as required by the situation. The output of this study meets the objective of the 
step which is to identify a portfolio o f projects under the EIS.
However, there are also certain aspects of the technique which could not be adopted in 
the study. One o f them is the cost benefit analysis of the applications. During the 
experiment, it was realised that it would be veiy difficult to get the information to 
estimate the cost benefit analysis. The secretary-general of the Agriculture Ministry has 
said, "The system has reduced my time looking for information, some applications have 
increased my understanding o f certain topics, but to put a value to all these applications, 
it is very difficult.” This inability however, has not really affected the identification step. 
The objective o f this step is mainly to identify the applications and generally assess the 
benefits. It is not aimed at evaluating the value o f each o f the application. Another 
problem is that there are no usage statistics from the Ministry of Agriculture and the State 
Secretariat. The researcher overcame this by interviewing the users and those in the 
development and the support groups for estimates of utilisation. This was quite easily 
done as the number o f users in both organisations are small.
The method used in carrying out the selection step gives the three organisations a formal 
technique o f  reviewing the applications. It provides valuable feedback to the IS group as 
to the applications that are useful and the inadequacies of some o f the applications. It 
confirms their views as to who are the active and inactive users. It triggers an interest 
among the users to look further into the applications which they have not been using.
The Conoco technique with the modifications mentioned above would be sufficient if the 
step needed was only to identify the applications. However the step also incorporated the
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need to categorise the EIS into the various executive roles. Hence, a major addition to the 
technique was the incoiporation o f the theory of executive role. Based on the theoiy, the 
identified EIS applications were classified into various categories.
The Taxonom y of executive work.
Very few EIS studies have looked into executive work in order to understand the 
contribution or the role o f EIS. None has looked at EIS benefits in tenns of executive 
work. This study explores and tests the utility of the executive work theory as a 
theoretical concept that underlies the EIS BM method. The theory was applied in 
categorising the identified applications and the benefits identification stage o f the 
proposed method. The taxonomy of executive work plays an important role in 
categorising EIS applications. As different categories of applications have different 
benefits, it is important at an early date to identify the type of executive activity an EIS 
application is to support.
The literature review on empirical studies of the nature of executive work concluded that 
M intzberg’s managerial roles were the most plausible and had the greatest supporting 
evidence. M intzberg’s (1973) work has been acclaimed in the literature as the most 
comprehensive study on managerial roles. An examination of the literature concerning 
theories o f executive work identified six classifications. Mintzberg’s roles can be mapped 
onto these six categories reasonably precisely. The result is the taxonomy of executive 
work. Chapter Two has demonstrated how this amalgamation of the empirical and 
theoretical views o f executive work was constructed.
But aie these categories relevant to Malaysian government? The first phase o f the study 
tested Mintzberg’s categories within the Malaysian public service. The results as 
discussed in Chapter Seven demonstrate that these six categories are applicable.
The six categories o f the theory of executive work were affirmed in the study. It has 
shown that the categories are applicable. The executives in the study spent their time 
understanding and learning the environmental factors that affect their organisations. In all 
the tluee organisations this role is very valid. In the P.M .’s Office, for example, the
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executives have to be alert at all times as to the happenings in the environment. Scanning 
the environment is an important executive role in the office. An EIS, which can provide 
the information, will thus be veiy beneficial. As a group executives try to make sense of 
these factors. Many o f the scheduled and unscheduled meetings were used to get 
information, both internal and external that matters to the organisation. Weekly cabinet 
meetings held in the office are examples o f these. Discussions were held to talk on 
complex issues. As executives they can not get away from the task of decision making. In 
this process information is gathered in the process of searching for the most satisficing 
alternative. In a group, decisions are reached tlii'ough bargaining activities. Infonnation is 
vital in these processes. The study confirmed that implementation is another vital role of 
executives. This is carried out either through commanding or persuading. These two 
activities map with the interpersonal roles o f Mintzberg. The study suggests that 
executives spent more than half of their time performing these roles. The study also 
suggests that persuading is a more frequent activity than commanding in all the three 
organisations.
The framework gives the EIS stakeholders a better understanding of the nature and scope 
of executive work. There has been no attempt to relate the different views of executive 
work. Discussions on executive work during the study always suggest that executives 
plan and make decisions. Presenting the taxonomy really gives an education to this group 
o f people. Evidence from the experiments has shown that the EIS stakeholders (EIS 
users, EIS developers, EIS support group, IS managers) accept the rationale in linking 
EIS benefits with executive work. Describing the role of information in each 
classification o f executive work provides the stakeholders the fi amework within which to 
analyse cunent and potential EIS applications. Analysing executive work improves the 
understanding o f how EIS can be o f benefit. ICnowing the activities that they undertake 
makes it easier for EIS developers to align the applications.
The problem at this stage is to identify how an application supports an executive activity. 
The taxonomy gives a clear description o f the various activities o f executives. It 
describes the work o f executives as individuals and as a group. It describes the role of 
infonnation in these activities. As such it is not difficult to see how an application
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supports an executive activity. ICnowing what the applications offer, the framework was 
able to guide what kind o f executive work each system supports.
The researcher was able to categorise all the EIS applications within the six categories of 
executive work. None o f them fell outside the categories. This affirms the utility of the 
theory o f executive work in classifying the existing EIS applications. However there are 
certain categories o f executive work, which do not have any corresponding EIS 
applications. This shows that there are many more potential applications, which can be 
developed in the three organisations.
As there are six categories o f executive work the taxonomy gives a very good guidance as 
to the type o f support the applications can provide. It provokes the IS group into thinking 
o f other new applications which can be o f help to the executives.
This technique o f categorising the EIS applications also promotes a discussion about 
what effect each application has on executive work. It provides a basis for how the 
applications can assist executives in carrying out their roles.
In categorising the EIS applications in all three organisations, the researcher found some 
difficulties in some applications. The problem was due to the fact that some o f the 
applications could fall within more than one classification. For example the application 
on the parliamentary questions and answers could either be categorised under persuasion 
or learning. Looking at the objectives the application is to help users to browse through 
the type o f questions raised over the years and the nature o f answers given. Taking this 
the application would be categorised under learning. But at the same time it is also aim at 
supporting the users in giving consistent answers to similar questions. This would portray 
consistencies in government policies and raise its credibility. This would then put the 
application under persuasion. Examining the application further it was decided to put it 
under persuasion. This is because the real objective of browsing through the questions 
and answers is to pick up important facts and figures that were given earlier in order not 
to give conflicting answers. Hence the problem was solved by examining what really is 
the impact o f the application on the organisation and the users.
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The process o f categorising of EIS applications into the various classifications of 
executive work revealed that there are several aspects of executive work that have no 
corresponding EIS applications. The process shows that most o f the applications are 
addressing only a limited scope of executive work. This reveals to the IS group that there 
are many more areas o f executive work that have not been addressed.
8.2.2 Examining selection of experiments
The identification step has listed seven applications in the state secretariat, ten in the 
ministiy o f agriculture and thirty-tluee in the P.M .’s office. However, only five EIS 
applications were selected in the experiment. Two principles were used as a basis for the 
selection. First it must maximise the aspects of the method which are tested. Second the 
experiments must be feasible to conduct within the constraints.
The applications chosen had a combination o f successful and unsuccessful applications, 
applications related to different categories of executive work and applications that are 
already in use and those that have just been proposed. The experiments selected as seen in 
the previous chapter were the BERNAMA news, the external trade system, the Quran 
application, the electronic meeting system, and the decision tracking system. Evidence 
from the experiments has shown that the Quran application focuses into the aspect of 
persuasion and the factors that support its beneficial use. BERNAMA news on the other 
hand looks into the learning category and the factors that encourage its utility. The 
external trade application explains the reasons that hinder the realisation o f benefits under 
the learning category. While all these three applications are ongoing projects, the 
electronic meeting and the decision tracking applications tested the applicability of the 
method for projects at the justification stage. Hence, with these five applications most 
aspects o f the method were examined. Except for satisficing, all categories o f applications 
available at the P.M .’s office were tested. These include both successful and unsuccessful 
applications and cover projects that are in use and those that are in the justification stage.
The teclmique used here is based on utility of maximising the variety of the experiments. 
Ideally at least one application from the satisficing category should be selected. However, 
within the time constraint faced by this study, only these five applications were chosen.
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The five applications were only from the P.M. office, as selecting applications from the 
State Secretary or the Ministiy of Agriculture would have required a considerably more 
time.
However, this approach is not recommended for an organisation to follow. The approach 
here is taken as there are several constraints in this particular study. First, time is a 
constraint. Being a PhD research there is a time limit in which this study needs to be 
finished. To select more applications would take a much longer time. A much better 
approach would be for an organisation to select applications from all categories. Both 
heavily utilised and under utilised applications from each category should be selected as 
these would reveal the factors that lead to the differences.
Given the constraints o f this study, the teclmique used in selecting the experiments has 
produced expected outcomes. The study was able to get an insight into the factors that 
lead to the utilisation and the non-utilisation o f applications in the learning category. This 
is important as most o f the applications are under learning. At the same time it looks into 
applications that have just been justified. This provides an opportunity for the researcher 
to affirm the utility o f the method for applications that are at an early stage of 
development.
8.2.3 Affirming the experiments
In conducting the experiments the study employed three different concepts, the theoiy of 
executive work, the EIS benefits models and the benefits realisation models. To affirm 
the experiments we have to evaluate these three concepts in terms o f the four criteria 
mentioned earlier.
8.2.3.1 Theories o f  executive work
The theories have already been discussed under paragraph 8.2.1
8.2.3.2 EIS benefits models
The EIS benefits models as shown in figures 3.7 to 3.12 of Chapter Tluee shows the 
association o f executive work to potential benefits that could be obtained. The EIS
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benefits model is central to the benefits management method because it identifies the 
potential benefits o f all types of EIS applications. It indicates organisational variables that 
are involved in the process o f realising potential benefits. These causal models describe 
the capabilities, the organisational mechanisms, behaviour, outcomes, and benefits 
resulting from the introduction o f EIS. The models were applied in the benefits 
identification stage o f the proposed method.
These models are drawn up based on the information processing theory o f organisations 
supported by a number o f studies o f the relationship between information use and 
organisational performance. This gives strength and credibility to the models.
The model suggests that there are two benefits o f an EIS. These two benefits are higher 
perfoiinance and enhanced reputation. The model indicates organisational variables that 
are involved in the process o f realising these two potential benefits.
The model o f cost reduction suggests two features of an EIS that are essential to realising 
this outcome. These are improved information and easy to use interface. The combination 
o f these features provide a new organisational capability which allows executives to 
accelerate the speed o f absorbing and processing information, making it easy for them to 
focus quickly on problem areas. The mechanism for this is the daily performance reports 
highlighting exceptions. This may results in the flattening of the management hierarchy. 
A case demonstrating this is Zeneca (Work, 1997). The EIS in Zeneca provides daily 
statistics on operations from any o f its plants around the world highlighting discrepancies 
between planned and actual figures. As a result the Director o f manufacturing in England 
no longer requires reports at country and regional levels. Zeneca has since restructured its 
manufacturing division removing these two levels of management.
The causal map o f responsiveness as shown in figure 3.4 was drawn based on empirical 
studies such as Thomas et al.{\993), Zajac and Shortell (1989) and Smith et al. (1991) in 
the American Hospital industiy. These studies show that an increased responsiveness 
towards patients’ requirements results in enhanced performance through improved asset 
utilisation and increased market share. Similarly Smith ei aTs study o f the domestic
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American airline industiy found that a high level o f responsiveness to customer demands 
is con-elated to higher profitability. Bourgeois and Eisenhardt’s study (1988) of six 
microcomputer firms shows similar results. The organisational capabilities, mechanisms 
and behaviour which lead towards responsiveness are again based on empirical studies. 
Eisenhardt found three mediating processes contributing to responsiveness. These are 
confidence to act, accelerated cognitive processing and smooth group process.
The model o f depth o f understanding starts with EIS features of an easy-to-use interface, 
improved information, and modelling and simulation capabilities which create an 
accelerated cognitive processing capability and increased participation in an organisation. 
Executives may adopt these capabilities to increase analytic comprehensiveness by 
examining multiple alternatives simultaneously as well as by considering a wider range 
o f variables. It also allows better integrative responsiveness by improving the 
mechanisms for integrating decisions. These various mechanisms may lead towards more 
comprehensiveness in an organisation’s decision making resulting in a deeper 
understanding o f the problem and its consequences. Again these organisational 
capabilities, mechanisms , and behaviour are constructed based on empirical studies such 
as Frederickson’s (1984), Eisenliardt’s (1989) and Bourgeois and Eisenliardt’s (1988). 
These studies demonstrate a strong positive correlation between the comprehensiveness 
o f an organisation’s decision making process and its performance.
Using these models in the experiments has helped the researcher in exploring the possible 
outcomes and benefits from the current EIS. The study has affirmed that the benefits 
models guide the study into interpreting EIS benefits in a new light. Identifying benefits 
and planning for benefits realisation were facilitated with the models. These standard 
benefits models give the organisation (P.M.’s office) for the first time a new way o f 
looking at the EIS applications. Before, the EIS was only looked at as providing fast and 
easy access to information.
The proposed EIS BM method also provides a framework for discussing EIS benefits. 
The EIS benefits model provides a causal framework on how the EIS technology can be 
utilised to achieve its potential benefits. Each category of executive work may invoke a
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different component o f the EIS system and following the causal model it shows the 
outcomes which may occur at the different stages and the final benefits. This will not 
only facilitate the identification o f benefits for new applications but current applications 
can be evaluated as to the potential benefits that have not been achieved. For example, the 
electronic-mail application which is currently available in all the tluee organisations. 
Looking at the benefits model sensemaking application would result in better 
triangulation, contextualisation, action and deliberation. The end benefits will be higher 
perfonnance and enhanced reputation. At present, the application has not been much 
utilised in such a way as to achieve these results. Many of the executives use it for 
informal communication and have not taken it as a serious communication tool. 
Conscious efforts can then be taken to rectify this.
Applying this model has shown that benefits are viewed differently by different people. 
During the inteiwiews, the users and even the IS group have quoted that easy and quick 
access to information as the benefits of EIS. From the model, these are only the features 
o f EIS, not the benefits. The model gives the users and the IS practitioners the framework 
to think more seriously about the impact o f this easy and quick access to information and 
the impact o f EIS as a whole.
8.2.3.3 EIS benefits realisation models
The EIS benefits realisation model allows IS practitioners to manage the implementation 
o f EIS benefits. It focuses on the critical success factors that are required for the 
realisation o f the expected benefits. These critical success factors are grouped under three 
categories namely, user differences, organisational context and system characteristics.
The user, organisational and technical factors that the method proposed as three critical 
factors for successful EIS use is based on the literature of IS failure (Markus, 1983; 
Kiaemer et al.,\993) and previous studies on EIS success factors (DeLong and Rockart, 
1986; Volonino and Robinson, 1991). However, while these studies assumed that the 
factors are the same for all systems, this study taking the work o f Vandenbosch and Fluff 
(1997), has shown that the factors differ depending on the type of benefits expected from 
the systems. An EIS system developed with the objective of providing assistance to
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executives’ decision-making has a different set of success factors compared to an EIS 
built to help executives in their sensemaking activities. Similarly the success factors are 
different for bargaining, commanding, and persuading. Each benefit needs different 
facilitating factors. The EIS benefits realisation models employed in this study is based 
on this principle. Vandenbosch’s and H uffs  work was adopted for the learning category. 
However, as Vandenbosch and Huff study only look at environmental scanning, other 
studies were used to formulate success factors for the other categories. The organisational 
factors and the system’s characteristics were adopted from studies on critical success 
factors for EIS such as DeLong and Rockart, Volanino and Robinson and Watson et al. 
Some o f the individual difference factors were adopted from the work o f Weick and 
Neiistadt.
The benefits realisation model for learning was adopted in the experiment for the 
Bernama news and the trade applications. The model was based on the work of 
Vandenbosch and H uff which proposes that a predisposition towards scanning, strong 
organisational support, and system characteristics are all factors which contribute towards 
scaiming. This was based on their field work on seven organisations both public and 
private covering a total o f thirty-six executives. They found that a predisposition toward 
scanning behaviour was linked to tolerance for ambiguity and innovativeness. For system 
characteristics, integration and flexibility of the applications seem to be related to 
scanning behaviour while a strong social influence for EIS scanning is the organisational 
factor. The clear pattern that emerged from Vandenbosch and Huff study, in spite of the 
wide valuations found in the seven sites investigated provide strong support for the 
model.
For the experiment on the Quran application the researcher used the EIS benefits 
realisation model for persuasion. The model is as in Figure 3.18. As explained in Chapter 
tliree the individual differences which favour persuasion are taken from Neustadt (1960). 
Neustadt has argued that the persuasive power of a President depends on his public 
prestige, authority, and good reputation. These factors would similarly be applicable to a 
Prime Minister who like a President is a political head of a country and thus need to be 
able to persuade the public. The organisational factor which has an impact on persuading
323
is the level o f  education o f the audience. Persuasion is effective if  the author’s logic is 
understood and well analysed by his audience. Generally an educated audience will be 
able to logically weigh and analyse the arguments presented to them. For system’s 
characteristics the model proposes differentiation, integration, flexibility and 
communication facilities as the critical factors. Differentiation gives the user different 
kind o f information and from different sources, increasing his knowledge and widening 
his understanding which contributes to his competence and thus improve his reputation 
and credibility. Integration further assists his understanding o f certain problems as it 
brings together related issues and with flexibility this can be viewed and analysed in 
multiple ways, deepening his understanding.
For the experiment on the electronic meeting and decision tracking applications the 
researcher proposed the use o f the benefits realisation model for sensemaking as shown in 
Figure 3.14. Individual differences that encourage these activities are an individual’s 
belief in group learning, and an inclination towards detailed and thorough reasoning. 
Weick and Meader (1993) have argued that sensemaking activities are action, affiliation, 
triangulation, deliberation, and contextualisation. Affiliation involves discussions and 
exchange o f ideas within the group and triangulation brings together the different 
experiences, expertise and preferences within the different members o f the group. An 
individual who emphasises detailed and thorough reasoning will ensure that issues are 
carehilly studied and formulated before suggesting any plausible patterns. This means 
deliberation is important.
The EIS benefits realisation model helps the IS group to understand the factors that need 
to be present if  the EIS applications are to be beneficial. For the learning model it 
reinforces their belief that a strong organisational support is essential. The model has 
given IS practitioners understanding why the Quran has been used successfully by the 
P.M. The sensemaking model gave the IS group the factors that would encourage co­
operation among users.
In the process of the experiment amendments were made to the benefits realisation model 
for learning. The element o f user support was included as a success factor. This came
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about when com paring'the two learning applications, BERNAMA news and external 
trade. The external trade is not as utilised as the BERNAMA news even though both have 
the same group o f  users. This suggests that individual differences alone could not explain 
the utilisation and the non-utilisation of EIS applications. Obseiwation and feedback 
during the experiment suggested that the organisational factor of user support is a very 
important detemiinant o f successful usage. The executive users have beneficially used 
BERNAMA news which is regularly publicised and given much user support. On the 
other hand the external trade system has not been successful and this corresponds to its 
lack o f user support efforts. It was also found that the more technical external trade 
application needs good subject matter support. Technical expertise alone is not sufficient.
Another issue that we can see from the realisation models is that some o f the realisation 
factors are controllable and some are uncontrollable. Under user differences, the 
psychological factors such as ‘Tolerance for ambiguity” and “ innovativeness” are 
mostly uncontrollable. For example it is almost impossible to change a user from being 
one with tolerance for ambiguity to one without. Another factor, innovation, may be 
partially controllable. A partially controllable organisational factor under learning for 
example is the social influence factor. In his work on social learning theory, Bandura 
(1977) postulates that role models could positively influence innovation adoption. 
Empirical support for this contention is provided by a multitude of field and case studies 
that link the presence o f a champion and an individual who enthusiastically promotes an 
innovation through critical organisational stages and innovation success. Thus 
encouraging highly regarded, visible organisational members to use PC ’s may be a 
partially controllable factor, and for example it may be possible to influence norms by 
publicising the successes of early adopters o f technology. Individuals may also use 
computerised systems because they think the people who are important to them will 
perceive them as technologically sophisticated (Igbaria et al. 1996). Evidence from the 
experiments has shown that the Deputy Principal Private Secretary to the P.M. is the role 
model in the office. She has influenced a number of executives in the office into using 
some o f the EIS applications by demonstrating the advantages o f the applications. Her 
ability to respond quickly to requests for information by the higher authority has also 
encouraged the other executives into using the EIS.
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Focussing on controllable and partially controllable factors would lead to stronger 
potential to realise EIS benefits (Cheney et al, 1989). Efforts would not be wasted on 
uncontrollable factors as there will not be much effect.
In using the benefits realisation model, it is realised that there is little difference between 
it and the benefits model. Both models proposed factors that will lead to the realisation of 
EIS benefits. Under the benefits model the focus is on the EIS features, organisational 
mechanisms and behaviour that will lead to certain EIS outcomes and end benefits. For 
the benefits realisation model, the success factors are grouped under user differences, 
systems characteristics and organisational context. Hence the models are almost similar 
except that the benefits model does not cover the individual differences. The method 
would be less complex if  the two models could be merged together.
8.2.4 Affirmation of the method
The experiments have shown that the EIS BM method is applicable at any stage o f a 
project. It can be employed at a stage where the EIS system has just been identified as 
well as for EIS systems that are currently in use. The objective of the former is to ensure 
that potential benefits are identified and plans are made for their realisation, while the 
latter is related to whether the system has achieved its benefits and how these benefits can 
be further realised. Two o f the systems used in the experiments are applications which are 
at the justification stage while three applications are currently in use. For EIS applications 
which ar e at the justification stage, the benefits model shows the potential benefits which 
could be achieved when the applications are implemented. Understanding the particular 
executive role which the application will be of assistance, the causal model of EIS 
benefits provide guidance as to the essential factors and conditions that must be present to 
ensure the realisation o f the benefits.
The experiment with decision tracking and electronic meeting helps the EIS group to 
identify the potential benefits o f the applications. It gives them understanding as to the 
specific executive activities that the application will assist. The success factors give them 
the framework from which they can monitor the developments o f the applications. In fact
326
the method is applicable even at an earlier stage. Selection of vendors is more objective 
and effective with the ability to compare the vendors’ prototype systems against a set of 
technical features. The costs will be more meaningfully compared. Preparations can be 
made for appropriate promotion and training programmes. The EIS support group will be 
able to equip themselves with the necessaiy skills and expertise.
Similarly the experiments have shown that the method is equally applicable foi- 
applications that are currently in use. In evaluating the application the method could 
highlight the benefits that are not being realised or fully realised. The experiment with 
the external trade system is an example of this. The BM method provided the framework 
within which the system was analysed. It explains the application’s lack of utilisation. It 
points out to the success factors, which are lacking, organisationally and technically. 
Hence it provides the EIS group with the necessary steps that can be considered to further 
realise the benefits. Evidence from the experiment has shown that the benefits from the 
external trade system have shown an improvement. The special officer who has not used 
the application has been using it consistently now. A recent interview with her has 
confirmed that she regards the application as her important reference and she has 
suggested a few improvements to the application. This was due to the increased support 
that she has been getting. She has commented “ The computer people should have told 
me about the system earlier. It is vei-y useful to me, however, there are still gaps in the 
information and I would like to have some current trade indicators highlighted in the 
application.”
8.2.4.1 Overcoming the shortfalls o f  current benefits management method 
The shortfalls facing the current benefits management method are: cost o f creating 
benefits model; cost o f creating benefits realisation model; lack o f organisational 
learning; method applicability only at the start o f project. The above discussions have 
shown that the proposed EIS benefits management method has overcome the first two 
shortfalls by incorporating both standard benefits models and standard benefits realisation 
models. The utility o f both models was affinned in the experiment. Selection o f benefits 
plan only involves the selection o f the appropriate causal model and the plan to realise the 
benefits were speeded up and made more systematic by the benefits realisation plan. Both
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time and manpower are saved; reducing the cost, which would otherwise, has to be spent 
for each project.
The application o f these standard models improves organisational learning. This is 
evident in the experiment with the BERNAMA news and the external trade application in 
the P.M. office. Using the same model to compare the BERNAMA news and the external 
trade system allows the office to evaluate the factors that undermines the benefits of the 
external trade system. By focusing on these factors the office was able to take appropriate 
corrective actions and increase the utilisation o f the system. Another shortfall that is 
addressed by this proposed method is its utility throughout the system lifecycle. The 
experiment in the P .M .’s office has demonstrated that the method is applicable at any 
stage o f the project lifecycle.
8.3 Other Findings
8.3.1 Confirmation of Mintzberg’s Managerial Roles
The findings o f the study on executive work in the previous chapter validate Mintzberg’s 
(1973) study on managerial work. The ten managerial roles proposed by Mintzberg are 
applicable to the three executives in the study. There are several implications that can be 
drawn up from this. First, it shows that Mintzberg’s study can be generalised over time. 
Even though Mintzberg conducted his study in the early 1970s, the current study carried 
out in the late 1990s still produces similar results. A study replicating Mintzberg’s work 
in the early 1980s also produced similar results (Kurke and Aldrich, 1983). Hence, over 
three decades, Mintzberg’s work is still applicable. Executives still act as figureheads, 
they play the role o f leaders and still are the liaison for their organisations. It shows that 
veiy little has changed in the work characteristics o f executives despite vast teclmological 
advancement in the office environment. Even though IT has appeared prominently in the 
office environment especially since the late 1980s, there is little impact on the way 
executives do their work. Face-to-face meetings are still the favourite way to exchange 
information.
Second, the findings also generalise Mintzberg’s work across cultural boundaries. Unlike 
Mintzberg whose study was carried out in North America, the current study was
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undertaken in Malaysia. There are vast cultural differences between the two countries. 
One is a big western country which is very well developed and advanced economically 
and technologically. Another is a developing eastern country. Values and customs differ. 
Both countries have their own culture and organisational systems compatible with their 
own norm and value systems. Malaysian culture may be characterised by centralised 
decision making which may lead to expectations of more assertive and less 
accommodative styles being used toward subordinates (Kraemer, 1989). Americans are 
individualists who favour decentralised government (Zuckermon,1999). However, despite 
these differences, the results have indicated that executives of the two countries have 
similar work characteristics. Executives in Malaysia also spend much of their time 
undertaking leadership and figurehead roles. Their time is frequently interrupted by 
informal meetings. The percentage o f their time spent on decision making is much lower 
than what is usually thought. Hence, cultural differences appear irrelevant in comparing 
executives’ work. The study suggests that executives wherever they are, are more likely 
to have similar work characteristics.
Third, the work is generalisable not only for heads of corporations and ministries but also 
for heads o f government. The study on the Malaysian P.M. shows that he has similar 
work characteristics with other executives in the study. The ten roles apply to him and to 
the other two executives. The P.M. spent much of his time undertaking the interpersonal 
roles o f a figurehead, leader and liaison. As head of government he spent much o f his 
time on official receptions, welcoming and entertaining foreign dignitaries besides 
attending formal and informal local functions and officiating projects and conferences. 
Pie is actively involved in the informational roles of a spokesman, monitor, and 
disseminator. He gets feedback and monitors policies and projects through weekly 
cabinet meetings and reports that are presented to him. At the same time the P.M. is also 
busy canying out the decisional roles. Pie prioritises projects and thus decides on the 
allocation o f resources. The findings as discussed in Chapter Seven clearly show that the 
ten roles as proposed by Mintzberg are applicable in the Malaysian environment.
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8.3.2 EIS use by executives
Who are the users o f EIS? According to Worcester (1998) the users are “ busy executives 
whether on the road or in the office, who have little time to spend reviewing stocks of
detailed re p o rts  and key people who do not have the time for extensive training to
obtain the information they need from a software application.” (p.78). But do executives 
use EIS?
The study has shown that executives are great information processors. It is their routine 
to attend lengthy fomial meetings and they have frequent informal meetings. In these 
meetings they receive and disseminate information. According to the study by Igbarial el 
al. (1996) the level o f IT usage was associated with the amount o f time spent by 
managers on information-related activities for example reading reports and gathering 
information. However, in this study even though the executives spent a lot of time on 
information-related activities, their use o f IT to help them in processing the information is 
veiy limited. As is the case with most EIS, their use is optional. Thompson and Higgins 
(1991) have written, “ When use is optional, however, having access to the technology by 
no means ensures it will be used or used effectively” (p. 125). They still depend greatly 
on verbal communication. Executives tend to use other managers and their own intuition 
as their primary information sources. As quoted by Kraemer el al. (1993) “ Even with 
CBI available, top-level executives primarily deal through people for information” . The 
PM uses very little percentage o f the information provided by EIS. This is in alignment 
with many other studies which suggest that computer use among executives are not 
encouraging. Why have executives not adopted EIS wholeheartedly? The most 
ftequendy proposed suggestion is that EIS can not replace other sources of information. 
Mintzberg has observed:
[E xecu tives] seem  to indicate strong preferences for cu n en t inform ation, m uch  
o f  w h ich  is necessarily  unsubstantiated (g o ss ip ), and for inform ation on events  
rather than on trends....
T his kind o f  inform ation, not that carried in formal reports, form s the heart o f  
the m anager’s inform ation system . T he [executive] develop s an understanding  
o f  his m ilieu  by  p iecin g  together all the scraps o f  data he can find....
A s a result, the [executive] can exp ect little help in the perform ance o f  his 
m onitor  ro le from  the traditional form al inform ation system . It provides  
historical, aggregated inform ation, w hereas he seeks current, “ trigger
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inrorm allo ii” . T lic  [executive] m ust, thciefbrc, design his ow n  inform ation  
system . T his he does by d evelop in g  his ow n  contacts and by establish ing  
sp ec ia l com m u nication  channels w ithin his organisation. ( pp. 6 9 -7 0 )
Similarly, Mohan et al. (1990) have reported that senior managers responsible for 
strategic decisions o f an organisation have traditionally been slow to take up computer 
technology at work. Boone (1995) has said that business executives have been slow to 
embrace available technology particularly computers. The reason for this to her is that the 
executives do not realise how computers will help them improve their company’s 
performance. She argued that executives are avoiding computers because they do not 
want to waste their time or they do not want to do .what other employees should be 
doing. They do not understand what computers can do for them personally. They thinlc 
that they would become high-price administrators or secretaries. To Boone the real power 
o f computers is that they can augment the executive’s intellect. To her an EIS can help 
executives become good leaders. A report o f a 1988 study by lOaemer et al. (1993) has 
concluded that despite the importance o f computer based information systems for most 
public managers, there was little use of computers by the executives themselves. The 
study has shown that executives’ use depends a lot on intermediaries. To Kraemer et al. 
(1993) executives prefer human sources as people provide richer substantive information, 
filter information for relevance, and provide the social context o f information. At the 
same time it is also argued that executives can query human sources more extensively 
than other sources. They can also challenge or receive confirmation of their interpretation 
o f the infonnation directly from the source. In the study, the P.M., besides Quran, rarely 
accesses other EIS applications directly. Much of it is done through his officers and 
assistants. This is despite the fact that the P.M. is very much into teclmology. lie  believes 
that IT is the key to national development and encourages its use in eveiy aspect of 
government and business. However, in terms of benefits, the P.M. and the other 
executives do get the benefits o f the infonnation. Direct usage is not a pre-requisite for 
the EIS users to enjoy the benefits. The system user of the EIS may be the executive, or it 
may be operated on by an intermediary (Rockart and DeLong, 1988). In fact the findings 
by ICiaeiner et al. (1993) shows that computer based information is judged most useful by 
managers who get the information through others who screen and interpret that 
information for them. Computer-based information is not judged as useful by those
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managers whose computing use is more frequent, direct, and hands-on. Hence, as has 
been discussed in Chapter 7, usage through intermediaries may be very significant for 
EIS as executives are a group of veiy busy people. This again emphasised that the EIS 
support group has very important roles to play. Hence having support group whose 
members are only technically competent may not be sufficient.
8.3 .3 The Uses of EIS
An EIS is designed to assist executives in doing their work. As discussed in Chapter 
Two, theories o f executive work, there are six categories of executive work. As such a 
system that is designed for executives ideally must be able to provide assistance in all the 
six categories. It should be able to help executives in enhancing their understanding, their 
decision making and their implementation both as individuals and as a group.
The study has clearly shown that the BIS systems in all the three public organisations are 
used more as learning applications. The majority of applications lie in the learning 
categoiy. In the PM ’s office, more than 73% of the EIS applications are within the 
learning classification. Similar situations exist in the Ministry of Agriculture (80%) and 
the State Secretary’s office (75%). Out o ften  applications in the Ministry o f Agriculture, 
eight are in the learning category. For the State Secretary’s office, out of eight 
applications, six come under learning. All these EIS are used to increase executives’ 
understanding o f their organisations and the environment they face. Very few of the 
applications are used to help in decision making. The study has shown that only 15% of 
the applications are within the decision-making category. This finding is contrary to some 
o f the EIS literature which puts assistance in decision making as an important objective 
o f EIS (Leidner and Elam, 1995; Leidner,1997). The reason for this may be looked at in 
two ways. First, in all the three organisations informational roles aie much more 
prevalent among the executives. As such it is only appropriate that there are more 
learning applications in the organisations to support the scanning and monitoring roles. 
Second, the executives may be relying more on verbal communications for information in 
their decision making. This is supported by findings in the study which show that IT use 
among executives is still low. The study has also shown that in all the three organisations 
there are no EIS applications that lie within the bargaining category and there is only one
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ill the commanding category. Generally also there are very few applications that support 
group learning or sensemaking. The common sensemaking application in all the three 
organisations is electronic mail. This shows that current EIS applications are still very 
limited not only in the benefits achieved but also in the types developed. For the P.M .’s 
office, even though the EIS has been developed for nearly ten years, the EIS has mainly 
focussed on supporting the scanning role o f executives. Little attention has been given to 
support the executives’ other roles. This is because the office has never directly 
considered executives’ roles when identifying applications to be developed. Some of the 
applications developed are the result o f requests from the P.M. himself, some identified 
by the executives but most are identified by the EIS group based on previous requests for 
information. The theory o f executive work has indicated that there are still many areas 
where EIS can be o f help.
An interesting finding o f this study is the use o f EIS in persuasion. This is demonstrated 
by the use o f the Quran application by the Malaysian P.M. Very little in the EIS literature 
has described this pattern o f EIS usage. Reports by Meiklejohn and Harvey (1991) have 
cited a couple o f cases where EIS are used to persuade others. In this study however, the 
Quran application is used primarily as a persuasion tool even though all the while it has 
not been recognised as such. The PM uses quotations from the verses to back up his 
speeches so as to persuade his audience to accept his views. lie  goes through the 
applications improving his knowledge on certain relevant topics or subjects so that he 
will be able to portray the image o f a learned Islamic leader through his discussions, his 
speeches, and his writings. This is very important within the Malaysian political scenario. 
The use o f the application clearly demonstrates the use of EIS in persuasion. The benefit 
o f enhanced reputation is clearly observed in this case. The current political scenario in 
Malaysia where Islamic issues are the main issues to gain political support makes this 
application even more important. As more and more Malaysians become more educated 
and are exposed to various views that were not easily available before, persuasion 
becomes more important. This again shows that EIS applications are not restricted to 
decision making applications as widely reported. It shows that EIS can be o f assistance 
effectively in all the roles played by executives.
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This finding has raised another important issue. It points out that there are many more 
EIS applications which have the potential in helping executives especially in terms of 
bargaining, commanding, persuading and sensemaking activities. Potential EIS 
applications can be identified in tenns o f these activities and their potential benefits 
extracted within the model. Hence, in the process of managing the EIS benefits, the 
method at the same time was able to highlight other potential areas which EIS can assist. 
It shows how the present EIS systems have only looked into a small area o f executives’ 
work. There are still very little impact o f EIS in group work. Few EIS applications are 
developed to address executives’ group activity. Most of the applications still cater for 
executives’ individual needs.
8.3.4 S upporting  Executives Use of EIS
The importance o f  internal support to the success of user computing has been highlighted 
in many studies. Researchers have reported a positive relationship between personal 
computing success and various internal user computing support services mainly through 
the information centre (Bergeron et al. 1990, Mirani and King 1994). They have reported 
that systems were more successful when there was user computing support. For most 
users, system success was higher when more support needs were fulfilled. Raymond 
(1988) in his study o f computer usage in small firms has also reported that training 
promotes greater understanding, favourable attitudes, more frequent use, and more 
diverse use o f applications. Similarly this study has shown that for EIS applications to be 
meaningful and beneficial to its users, the support group must play a very important role. 
Evidence from the experiment has shown that responding to users’ training needs only 
when requested was not sufficient. The support group must be pro-active to the needs of 
the users. The group must always find opportunities to show the latest updates and 
features o f applications to the executives. User manual, brochures, and newsletters 
highlighting new updates and applications are not sufficient. Personal, one-to-one 
training is necessaiy with executives.
Other evidence from the study is that not only technical training is important but the 
support group must also have the capability of interpreting the data and presenting them 
in a meaningful format. Members o f the group must be conversant with the subject matter
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of the application. Having only technical people in the EIS group will greatly hamper the 
support that can be given to users unless the technical group has competent subject matter 
personnel. The EIS used in the P.M .’s office covers a wide variation of topics, 
administrative, social, economics and politics. Subject matter knowledge o f these topics 
is essential not only in collecting the relevant information but also in analysing and 
presenting the information in a meaningful way. Having someone in the group who is 
competent in the subject matter may enhance the EIS group capabilities in supporting the 
executives. This may be one o f the important factors that will increase the realisation of 
EIS benefits.
The EIS support group must also be highly proactive, anticipating the needs and 
requirements o f executives. The change o f EIS support group as proposed in the 
experiment has resulted in an increase in the utilisation o f the EIS. Executives have begun 
to use applications which they have not used regularly before. An officer who is an 
aggressive marketeer o f  the EIS now heads the support group. She has produced a plan 
for periodic training while at the same time caters for ad-hoc training as and when 
required. The user support head who is highly technical is now heading the development 
section.
8.3.5 Benefits Justification and Evaluation
From the study it is seen that benefits justification and evaluation rarely happens. Most 
ideas arise from the IS group. The group normally identifies the applications to be 
developed based on their own knowledge and assumptions. The justification process or 
the pre-project evaluation is not taken seriously. As shown from the study, the process of 
project justification only involves very general statements about the advantages o f having 
a particular system. Statements such as ‘the system will assist executives in their decision 
making’ are commonly used in the justification for developing an EIS application. 
Requests by the P.M. or from other senior executives for certain information is 
justification in itself for developing a particular system. An application is normally 
approved without having to really identify the benefits that it will deliver.
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With no specific benefits identified for the system, technical considerations become the 
main criteria that are monitored during development. The presentation technique such as 
the design o f the menu, the layout of the screen and the colours used become the main 
issues that are discussed.
Similarly there is not much effort expended in the post-project evaluation. In the P.M .’s 
office, there was some evaluation when the EIS applications were moved from the 
mainframe to the client seiwer system. However, since no justification was undertaken, 
the evaluation only looked at the utilisation and whether users still find the applications 
useful. The evaluation was not able to compare whether benefits o f the systems have 
been achieved since no benefits were identified.
8.3.6 Beiielits of Extraction
Much benefit remains to be extracted hom  EIS. Existing applications have many latent 
benefits. Some o f the applications have not been utilised and hence the benefits that these 
applications could offer have not been tapped. The models adopted for the method that is, 
the theories o f executive work and the benefits model provide the framework which 
describes the potential benefits o f the applications. The benefits model elaborates on the 
organisational mechanisms and the behaviours that would lead to the realisation of the 
benefits. Utilising the models would help organisations to create these necessary 
conditions.
There are many areas o f executive work o f which there are no applications. This provides 
the IS group and the management potential areas for new applications.
8.3.7 Implementation of EIS benefits management method
The concept o f benefits management is new to the three organisations studied. However, 
the systems groups in these organisations are familiar with ex-ante and ex-post 
evaluations. Although these groups understand the importance of both pre-project and 
post-project evaluations, these are not demonstrated into actions. .lustification o f projects 
is not seriously thought about and post-project evaluations are seldom done. Interviews 
and observation undertaken during the study have shown that the management group is
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much more receptive to the idea of benefits management and its importance. The idea of 
benefits management is less appealing to the system’s group. This may be contradictoiy 
to popular beliefs that systems people are naturally more receptive to IT enhancement 
ideas compared to management. Comments such as “ Benefits management is only 
important for developed countries, which are advanced in their usage o f infonnation 
systems” were frequently heard during the study. One system personnel has commented, 
“ Perhaps we can adopt the idea o f benefits management once our IT development has 
stabilised. Now there are so many things to do.” A senior information systems personnel 
from a private company undertaking systems work in the P.M .’s office has said that there 
is no time to do an evaluation as they are busy playing a catching up game with advanced 
countries. There is so much work to do that they do not have the time to look at what they 
have developed as many other projects are waiting. This shows that the idea of benefits 
management though acknowledged as important is not a priority in both public and 
private sectors. However, they do not overtly reject the idea o f benefits management. 
Their resistance or opposition seems to take a more passive form, criticising the need for 
benefits management and arguing that the time is better spent on developing many other 
applications in the list. The lack o f overt opposition is perhaps due to the fact that the idea 
is foiwarded by a senior member of the group and is laiown to have the backing o f top 
management. Benefits management is believed to consume a lot o f time and will delay 
the many IS projects that are in the pipeline. However for the management group, what is 
important is the benefits that they will be getting from the systems. As such a method 
which can enhance the achievements o f these benefits would naturally appeal to them.
One o f the ways to tackle this problem is to convince the EIS group on the importance of 
benefits management. They need to be convinced of the benefits of the method. Without 
conviction, the method will not be fully accepted and hence successfully implemented. 
With conviction comes commitment. Commitment from the group is vital. In IS 
development project, commitment is believed to affect the eventual success of the system 
(Boiney,1998). When commitment is low, individuals may contribute minimal time and 
energy to the task and become easily discouraged. Lack of commitment could lead to 
indifference or deliberate resistance. As a result projects may be abandoned midway. 
Commitment has been defined as a state of mind that holds people and organisations in
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line o f behaviour (Staw,1982). It encompasses psychological forces that bind an 
individual to an action as well as structural conditions that make behaviour irrevocable or 
difficult to change. Commitment has been argued to greatly affect the persistence of 
behaviour. A high level o f commitment to an IS project reflects the belief that the system 
will make a valuable contribution to the organisation (Weill, 1992). Similarly, a belief 
that the BM method will result in a better management of benefits will instil a 
commitment among those responsible for implementing it. To have the commitment, 
understanding o f the benefits o f the method is important.
The group needs to understand the technique of the method and how its implementation 
would bring advantages to the organisation. Without appropriate skills and information 
even a highly committed team will suffer from an inability to complete certain tasks, 
ultimately resulting in poor outcomes (Boiney,1998). In the study the researcher held a 
number o f discussions going through the benefits and the process of the method. She 
explained the models underlying the method and the terminologies used. Having the co­
operation from senior management and the IS director helped the process. The 
experiment shows that without the co-operation the process might have been difficult.
Another relevant point that arises out from this study is the structure of the IS group. 
Implementation o f BM method needs to be carefully done if there are various sections in 
the group. In the P.M .’s Office, the IS group is divided into four subsections. These are 
the system development section, the office automation section, the operations section and 
the user support section. The system development group is the group responsible for 
developing and maintaining the EIS. While the user support group is responsible in 
marketing and supporting the EIS applications. These segmentations have in a way acted 
in an adverse mamier in BM method implementation. As benefits management entails the 
whole process, from benefits identification up to post project evaluation, the various 
sections must be able to work together throughout the life of the project. Evidence from 
the experiment with the trade system has shown that the development group was reluctant 
to improve the system further as the group believed that the application is already useful, 
but the support group has failed in marketing it. To the application group, what is needed 
is more aggressive promotion and training. However, the support group felt that since
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they have already shown the application to the executives earlier, they have done their 
part. The support group believed that users did not find the trade system beneficial since 
there was no request for further training of the system. The conflicts between the two 
groups posed a problem in the implementation of the BM method during the experiment. 
It was difficult to convince the development group to enhance the trade system since the 
system is not utilised. To the group any enhancement will be a waste. A member of the 
group commented, “ We have been updating the system tirelessly for a decade, no one 
appreciates our effort. I do not think we should waste more time on the application.” 
One solution is to have team-based projects. The team is responsible from justification up 
to post project evaluation. The team will then be responsible for the realisation o f the 
project benefits.
“ Any new strategy, no matter how brilliant or responsive, no matter how much 
agreement the formulators have about it, will stand a good chance o f not being 
implemented fully -  or sometimes at all -  without someone with power pushing it” . 
(Kanter, 1984, p.296) A prime mover pushing a new strategy has to make clear that they 
believe in it, that it is oriented toward getting something that they want, because it is good 
for the organisation. In this study, the power behind the implementation was the Deputy 
Principal Private Secretaiy to the P.M. Being the former director of the IS unit and now 
in charge o f all administrative matters she has a powerful control over the unit. 
Convinced by what the researcher has said about benefits management, she was eager to 
implement the method.
8.3.8 E ducational Needs of IS practitioners
The study has shown that there are gaps in the knowledge o f IS practitioners in terms o f 
the management and support o f IS projects. IS practitioners have all along emphasised the 
technical aspects or tecluiical know how. However, as the study shows the demand on IS 
practitioners go beyond solving technical problems. As suggested by the study the subject 
matter or the content o f the system is equally important. lienee, it is no longer adequate 
for IS practitioners to be competent only in teclmology, they need to have an in-depth 
understanding o f the business, functions and needs and a good knowledge of the
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requirements o f the executives. IS practitioners need to equip themselves with the 
relevant knowledge as they are the group which give support to the executives.
Knowledge o f IS evaluation is greatly lacking. The IS group in the study is aware of IS 
evaluation but they do not feel the need and hence do not practise it. Seminars and 
courses on the importance o f benefits management are essential. The IS group requires 
training on the concepts and the underlying principles of benefits management. They 
need to understand the various available methods and be able to select appropriate 
methods for their needs.
The study also confirms what have been written in the IS literature on the requirement for 
IS practitioners to develop their interpersonal skills to work with the other groups in the 
organisation especially in the promotion of IS applications as well as in defining new user 
requirements.
8.3.9 Evaluation as organisational learning
According to Huber (1991) organisations acquire some of their knowledge through 
experience. Sometimes this learning is a result o f intentional, systematic efforts. One 
approach to facilitating organisational learning is to increase the accuracy o f feedback 
about cause-effect relationships between organisational actions and outcomes. 
Evaluations act as a feedback mechanism applying a critical spirit to actions taken and 
results achieved (Hirscheim and Smithson, 1987, Farbey el al. 1993, Walsham, 1993). 
One could argue that retrospective reviews form part o f the organisation -  as 
interpretation system (Daft and Weick,1984). Such reviews provide a collective forum in 
which the organisation derives some sense from its recent, specific experience. Reviews 
provide opportunities to explain why things had gone wrong. They give rise to greater 
knowledge. Thus organisational experiments become the learning mechanism. The 
experiments set out in this study are a form of learning. Learning is promoted in terms of 
what organisational scenarios are important to achieve specific benefits, what tecluiical 
features are critical and how the executives can be motivated to use the EIS. The 
continuous experiments will be a base for continuous learning in the organisation. 
Walsham (1993) has promoted the idea o f evaluation as learning. This comes about
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through interactions between individuals in the group and through the feedback 
mechanism. According to Fiol and Lyles (1985) reviews produce both cognitive and 
behavioural learning. As a result there is an improvement in understanding and new 
responses and actions.
Hence the process o f benefits management itself is a learning process. The use of the 
method to study several existing EIS applications in the P.M .’s office provides a useful 
learning experience. Much knowledge is obtained about why the external trade system is 
less successful than the BERN AM A news-on-line sendee. The use o f the method to study 
the decision tracking and electronic meeting systems reveal potential benefits o f the 
systems which have not been explored by the EIS group.
Another learning perspective which we can look at is that the study has given the group 
the knowledge on benefits management as well as the vocabulary in the areas of 
executive work as well, as benefits management. Benefits management is foreign to 
almost eveiy public organisation in Malaysia. However, they are aware o f pre and post 
project evaluation even though not much o f it is practised. Benefits management is a new 
concept and the implementation o f the method in a central agency such as the P.M .’s 
office will increase the probability o f the concept heing spread to other government 
agencies. The study has also introduced the organisations the vocabulary with which they 
can describe executive work.
8.4 Summary
The chapter discusses the results o f the experiments carried out to test the EIS BM 
method. The results affirmed the models and the principles underlying the proposed 
method. Initial results of some experiments to improve benefits realisation were also 
looked into. An important finding from the study is that the EIS benefits management 
method provides EIS stakeholders a framework to analyse current and future EIS 
applications. Organisational learning is an important result out of this analysis. The next 
chapter will conclude the contributions o f the study and will highlight further directions 
for the work.
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C H A P T E R  9:
C O N C L U S IO N
9.1 Research Contributions
The aim o f the research described in this study was to identify a means o f ensuring tiuit 
the benefits o f executive information systems are realised. Historically, there are two 
schools o f opinion on this issue. One assumes that these benefits are usually realised, but 
because they are difficult to measure they are likely to go unrecognised. The other view is 
that they are rarely realised because o f lack of management attention to the process o f EIS 
development. This dissertation adopts the latter assumption because it is more 
commonsensical and because it is consistent with the author’s own view. Hence, the 
answer to the problem o f realisation of EIS benefits is to create some method which will 
ensure that appropriate attention is given to benefits throughout the development of EIS. 
This study identified a technique called benefits management as the most likely starting 
point for such a method. However, it found several significant problems with existing 
benefits management methods.
First, they do not seem to recognise that such a technology, such as EIS, has the same 
potential benefits wherever applied. Secondly, they do not directly support organisational 
learning. Thirdly, they are only applicable at the outset of the development life cycle.
The chief contribution o f this dissertation is to revise the standard benefits management 
method to address these tluee problems directly. It does this by introducing the concept of 
generic models showing what organisations must do in order to realise the benefits of 
EIS. These models have several beneficial functions. They may be used at the outset o f 
projects in order to assist stakeholders to develop benefits models quickly. They may be 
used at other stages o f a project, particularly after implementation, to judge the degree of 
benefits realisation even though no benefits model was created at the outset. They also 
seiwe as a repositoiy for an organisation’s knowledge o f how to achieve the benefits o f a 
particular technology.
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Much o f the effort o f this research was exhausted on the creation o f generic benefits 
models for executive information systems. This was particularly arduous because there is 
no agreed understanding of what an executive information system is. An extensive 
investigation of the literature on EIS showed that there were at least three notions o f EIS 
-  Executive Retrieval Systems, Executive Support Systems, and Executive 
Communication Systems. Each of these three archetypal systems is made up of a subset 
of five distinctive features; information retrieval, modelling and simulation, 
communication, integration, and easy to use interface.
This definition and appreciation of EIS itself is a contribution to the subject and helps to 
organise the vast array of characteristics and case studies of EIS use found in the 
literature.
The dissertation then examined the role of information in executive work in order to 
understand how each type of EIS might benefit executives. An investigation o f the 
empirical studies o f executive work suggested that Mintzberg’s classification of 
executive’s task was based on the most secure foundations. An examination o f the 
theoretical literature on executive work found that these theories could be divided into six 
categories. Each o f these categories corresponded to a subset of the task identified by 
Mintzberg.
Since the role of information in each of these six types of executive activity differs, there 
was a need to create six, rather than a single, causal benefit maps and benefits realisation 
models. This was done by examining a variety of empirical research concerning the use 
of information in executive work. Each of these studies was categorised by the types of 
executive activity involved.
The results were a set of generic models which were warranted because they were based 
on previous research. These generic models could be the starting point for the 
development of a theory of EIS and hence, are a significant contribution of the study.
The methodology adopted to test this method and its component generic models was 
pragmatism. In particular the dissertation employed Schon’s reflective approach to 
practice. The justification for this approach was that this study represented research into
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practice and hence, utility was the appropriate measure o f its worth rather than 
explanation, prediction, or understanding. However, the major drawback to this research 
philosophy is that it has rarely been used within the information systems research 
community. Therefore, some effort was necessary in order to justify and develop its 
applicability. This is a secondary contribution o f the study.
The first aspect o f this study was to affirm the taxonomy of executive work. This was 
done by replicating M intzberg’s observation study of executives by shadowing two senior 
civil servants in the Malaysian government and the Prime minister of Malaysia, too. The 
outcome was almost identical to Mintzberg’s in spite o f the fact that the research was 
conducted in the public sector in a quite different culture more than 25 years after the 
original study. This indicated that there was a strong warrant for using this taxonomy as 
basis for explaining the benefits o f EIS. The reaffirmation o f Mintzberg’s work was a 
contribution o f this research.
The major effort to affirm this method though consisted of performing six organisational 
experiments. The first was to undertake a baseline study in order to ascertain the extent 
and the degree o f satisfaction with EIS application within three Malaysian govenunent 
agencies. The technique employed was a modification of the approach used by Belcher 
and Watson in Conoco. Its use was, therefore, warranted in this situation. When the 
outcome was assessed in light of the four requirements of reflective practice, all four were 
found to be satisfactory.
The remaining five experiments employed the causal benefits maps and the benefits 
realisation models to evaluate specific EIS application. Two o f these were learning 
applications. Two were sensemaking applications. One was a persuasion application. The 
learning and persuading applications were operational. The sensemaking applications 
were at the justification stage. Users felt that the benefits for persuasion and one of the 
learning applications had been realised. Users felt that the benefits o f the other learning 
application had not been realised.
The application o f the proposed benefits management method to each o f these 
applications proved successful in terms o f the four criteria laid out at the outset. Hence, 
the method was affirmed for three o f the six types of EIS models. However, the results
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indicated that some additions were required to the causal model o f EIS benefits for 
learning. In the course of the experiments it also became obvious that each causal map of 
EIS and its corresponding benefits realisation model should be merged.
The research also produced a number of supplementary findings. It demonstrated once 
again that executives rarely use computers and that they mostly depended on subordinates 
to access computers. In general most EIS use was by lower level officials, not executives. 
Their use was limited largely to learning applications. However, one tentative conclusion 
was that executives were more likely to use computers to help them persuade or to help 
them communicate with colleagues in sensemaking activities.
Hence, this research largely achieved its initial objectives as well as affirming a number 
o f previous studies which have dealt with executive’s work and executive’s use of 
computers. It has also opened a number o f areas for further research.
9.2 Limitations and Further Directions
Although the study has provided some affirmation as to the utility of the proposed EIS 
benefits management method, the method’s application should be undertaken with care. 
Given that the experiments to affirm the utility of tlie proposed method involved only 
very few applications within limited categories, its applicability within other types of EIS 
have to be viewed cautiously. For existing projects, affirmation of the concepts 
underlying the proposed benefits management method was confined to only learning and 
persuading. For new projects the study has only tested the sensemaking category. This 
means that the benefits realisation factors and the EIS benefits model were not at all 
tested for satisficing, bargaining, and commanding. The success factors proposed in the 
benefits realisation models for these categories o f executive work might not be relevant 
and the benefits model may not be appropriate.
To flirther affirm the proposed method and to expand the study, further research should 
therefore, continue with the testing of applications within these other categories of EIS 
projects. Applications from the satisficing, bargaining, and commanding categories 
should be chosen and evaluated using the proposed EIS benefits management method. 
Applications under satisficing for example may be selected and tested whether they are 
producing the benefits as described in the benefits model. Survey results will show
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wlielliei* the realisation o f benefits are due to the presence of the proposed success factors 
or whether the lack o f these factors may have caused the non-realisation of benefits. 
Successful use o f the proposed method will further reaffirm its utility. On the other hand, 
if  the proposed method fails, that is, it is negated, there must be other factors which 
should be looked into. There should then be modifications to the underlying factors and 
models. These further experiments will continuously refine the models and frameworks 
and increase the method’s utility.
Taking the P.M .’s office specifically, there are several applications under the satisficing 
category which can be selected for further experiments. The IS director can appoint the 
EIS support group to evaluate several o f the applications using the proposed EIS benefits 
management method. The office can undertake similar experiments with sensemaking 
application. The results o f the experiments would affirm the method or make further 
refinements to the underlying models.
The study has not examined applications which are really at the justification stage. The 
two new applications studied in the research as examples of applications at the beginning 
o f projects had at the time o f study been approved. The affirmation o f the method at the 
stage is based more on the reflection o f the IS group. Hence, further experiments with 
applications which have just been proposed and have not been justified would increase 
the method’s credibility.
In fact it would be ideal if  further research could be done with applications right from the 
justification stage up to the post-implementation evaluation. A complete process of the 
benefits management method could then be tested with one application. The successful 
use o f the application would definitely affirm the method. However, if the application 
does not deliver the projected benefits, it indicates that the method has to undergo further 
changes and amendments.
The affirmation was also conducted only in one organisation. This small sample size 
precludes the applicability o f the proposed method to other organisations. As such the 
method needs to be tested in other organisations. To generalise the underlying concepts of 
the proposed method, affirming the proposed method in other organisations is necessary. 
First, further affirmation could be carried out in other public organisations in Malaysia.
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The proposed method could be applied in those organisations with EIS. The experiments 
may affirm the models and factors or they may introduce other relevant factors. Either of 
these would further refine the proposed method. Second, further tests could be conducted 
in public organisations in countries such as the U.K. to see whether the method is 
applicable in countries other than Malaysia. Third, experiments with the method could 
also be carried out in the private sector. The method could be applied in private 
companies with existing EIS or in the process of developing one. A highly generalised 
EIS benefits management method would result out of all these experiments.
Another shortfall o f the study is that the results of the intervention have not been 
monitored for a long-term period. This was mainly due to the time constraint of the study. 
As such it would be very beneficial if the impact of the intervention is monitored 
continuously for some period of time. This would increase the reliability o f the results. It 
would show whether the increased utilisation o f the application is sustainable or is just 
due to the Elawthorne effect.
Other problems in the study are related to the EIS benefits model and the benefits 
realisation models. The EIS benefits models are causal maps depicting the technological, 
organisational and behavioural mechanism that must be present for the realisation of 
benefits. The benefits realisation models propose success factors that need to be present in 
order to achieve the benefits. Hence, there is some duplication in the two models. The 
proposed method will be less complex if the two models could be merged into one.
There are a number of ways in which the proposed benefits management method might be 
extended. Although this study identified two generic benefits o f EIS and a number of 
factors which contribute to the realisation of these benefits, it did not attempt to develop 
generic measures. One reason for this was because of lack of time. Another reason was 
because increased frequency o f use and improved user satisfaction acted as a surrogate 
for benefits during this research. Of course, neither of these actually indicates enhanced 
benefits. However, they both suggest that the proposed benefits management method has 
had an impact on users’ perception of a system. This demonstrates that the method has an 
effect, but it is insufficient to ensure that the desired outcomes are achieved. Hence, 
preparing a set o f generic measures of benefits and contributory factors to support the
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causal benefits model is necessary before the method can be employed on a commercial 
scale.
O f course, the problem o f how to measure a particular benefit reveals their relative nature. 
For example, an EIS may increase the quantity of data available to an executive as well as 
its quality. This may lead to the problem of information overload which can affect an 
executive’s performance. Hence, a new technology may offer disbenefits as well as 
benefits. In many cases the avoidance o f disbenefits may be just as difficult as the 
realisation of potential benefits. At present the implications of failing to achieve one of 
the contributoiy factors is not documented in the causal maps of benefits. Including this 
information would provide a more effective tool for benefits management.
Disbenefits also raise the issue of risk. Authors often criticise elementary notions of cost- 
benefit analysis for ignoring risk. The most common form of risk concerns the 
implication of failure. Since the benefits realisation models proposed in this dissertation 
were developed by examining the existing literature on IS project failure, they provide an 
indication of the major sources of risk to an EIS project. However, this notion should be 
developed more fully.
This study focused on the realisation o f the benefits of EIS. However, there seems to be 
no reason why this method could not be applied to other technologies. Some technologies 
are simpler than EIS, for example expert systems. It seems possible to develop a causal 
map o f the benefits of expert systems by means of a survey o f the literature of this 
technology. Technology which is more recent, for example intelligent agents, would pose 
a greater challenge since there is much speculation about their benefits, but little literature 
on their successful deployment.
Another means of generalising the proposed benefits management method is to apply it to 
IS practice. EIS have an impact on end-users. Ilowever, technologies such as object- 
oriented notations have an impact on IS practitioners. It would seem that if IS 
practitioners are slow to see the necessity for realising the benefits of EIS, they would not 
be quick to realise the benefits o f object-oriented technologies. Using the proposed 
benefits management method to improve IS practice might have an equally important 
impact on the quality o f IS development.
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Since it is a complex conceptual technology, it should be possible to prepare a causal map 
o f the benefits o f the proposed benefits management method. The difficulties involved in 
implementing this method in the Malaysian Prime Minister’s Office would be the obvious 
place to begin. This would allow the recursive use of the method to implement the 
method within an organisation.
Finally, the methodological approach used in this dissertation is novel for IS research. In 
order to make the case that research is at the heart of IS practice there should be more 
studies in this vein. Schon’s reflective practice provides well-articulated guidelines for 
making practice research-based. There should be more research undertaken within this 
methodological paradigm.
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APPENDICES
APPENDIX 1.1
Summary of Benefits Managemeut Method (Ward et al. 1997).
1. Identifying and Structuring Benefits
The puipose o f this first stage o f benefits management is to understand the contribution 
that the expected benefits will have on the business. The objectives o f this first stage are:
• to analyse reasons for the IS investment proposal
• to identify areas where benefits will occur
• to understand the potential benefits
• to understand the structure o f the benefits as to its linkage to the business objectives
and to the proposed IT capabilities.
• to set up measures for the proposed benefits
• to assign a financial value to the benefits where appropriate
To achieve these objectives the following activities are proposed:
i. Identification o f business objectives, benefit drivers and underlying assumptions. 
Here the objectives of the business are made clear. The benefit drivers behind the 
proposed investment are clarified as well as the underlying assumptions. These can be 
done tlu'ough benefits workshops and brainstorming sessions where the project 
participants and major stakeholders can explore possible benefits and their implications.
ii. Identification o f areas where benefits will occur
This second step explores who and what business processes are likely to be affected. It 
establishes the overall scope o f the project within the business and the overall managerial 
responsibilities. It looks into how the potential attributes o f the proposed system such as
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speed, accuracy and efficiency impact tlic business processes. The techniques suggested 
for this step include stakeholder analysis and process benefits analysis.
iii. Identification o f benefits / outcomes
All potential outcomes o f the project are explored for sources o f benefits. Any 
unfavourable outcomes are also identified. These can be carried out through benefits 
workshops and brainstorming sessions. Techniques such as Information Economics can 
be applied to explore the potential benefits. Other techniques suggested are top down 
modelling and bottom up modelling. Top down modelling explores potential benefits 
which follow from a chosen business or IS strategy and bottom up modelling explores 
potential benefits enabled by the technology itself.
iv. Structure the benefits
Here efforts are put into linking the proposed benefits to business objectives and to the 
underlying IT capabilities. Outcome analysis is the main technique for this step. It can be 
undertaken within a workshop setting. The objective of the technique is to map out the 
intermediate outcomes which must be fulfilled in order to gain overall business benefits 
from an IS project. The output from this outcome analysis is the benefits dependency 
network. The diagram shows how the IT functionality can enable the proposed benefits, 
and the linkages between IT effects, business changes, and overall end benefits. It 
provides a way o f checking out what has to happen in order to gain the overall benefits.
V . Assess each benefit
The proposed benefits are analysed in terms o f how they will be measured, whether they 
can be assessed directly in monetary terms or whether non-financial measures are more 
appropriate. An overall estimate o f the benefits impact or value is then possible. 
Workshop sessions can be held to discuss and finalise these issues.
The main output fiom this first stage of benefits management is a “ Benefits Statement” . 
It provides a more qualitative appraisal o f what will actually happen as a result o f the 
project, and what actions might be required in order to realise the benefits. It contains 
sections on: project overview; benefits dependency network; proposed benefits; potential 
risks; and potential dis-benefits.
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2. Planning Benefits Realisation
The purpose of this stage o f the BMP is to identify what has to be done in order to realise 
the benefits. The objectives of this stage are:
• to produce an action plan for realising the benefits;
• to develop a benefits review procedure;
• to assess the full costs and benefits o f the proposed project;
• to obtain approval for the project to proceed;
to identify and understand the required business changes;
• to assign responsibilities for business changes;
• to assess the level o f support or resistance from the stakeholder group.
The activities involved to achieve these objectives are:
i. Analvse the necessary business changes
Each proposed benefit is analysed in ternis of what business changes are necessary in 
order to realise the benefit. Understanding o f the precise location and nature o f the 
changes are vital.
ii. Perform a business risk analysis
A risk analysis is undertaken to look for any negative outcomes from the project.
iii. Identify and assign responsibilities
Responsibilities for making the changes must be identified, and agreement and 
commitment to the changes must be explicitly obtained from key stakeholders. 
Workshops and briefings can be organised to discuss and explain the changes.
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iv. Identify and analvse the major stakeholders
Major stakeholders are identified and their views on the changes and resulting benefits 
analysed. This is done through a stakeholder analysis where potential sources of support 
and resistance are identified.
V. Produee a benefits realisation project plan.
The plan shows activities and timing for all benefit related activities. This is done through 
project planning sessions.
vi. Develop a benefits orientated review procedure
This procedure details the specific measurement and review processes that will be used to 
determine the achievement or otheiwise of each particular benefit. Measures and 
checkpoints for project progress are laid out to ensure timely and effective actions are 
taken to enable benefit delivery. These checkpoints must also allow for review o f the 
benefits realisation plan itself, given major changes in scope o f the IT project or 
significant business changes which affect the project.
vii. Estimate the full costs and benefits of both IT and business change
Costs associated with the proposed changes are estimated. These costs include the full 
lifecycle costs for both IT and non-IT aspects. Together with the full structure of 
potential benefits, an assessment o f costs and benefits can be performed.
The output from this stage is a “ Benefits Realisation Plan” . It contains: benefits 
networks; action plan; links to IT delivery plan; review procedure.
3. Executing the Benefit Realisation Plan
The main purpose o f this stage is to make the necessaiy IT-related business changes, in 
order to realise the proposed benefits.
The objective o f this stage is:
to cany out the actions as detailed in the benefits realisation plan.
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Much o f this stage is concerned with human factor as business changes will also require 
changes in attitudes and perceptions. It is important to understand the factors that affect 
the willingness and ability of individuals to make the necessaiy changes. Typical 
activities o f this stage are:
i. Measure “ before and after” values
Using previously agreed measures, situations before and after the project are measured to 
determine improvements made.
ii. Education and training
Some fomi o f training and education is required for all stakeholders. However, the 
teclmiques and level o f details will differ. Detailed training is required for those who will 
actually use the system while others may only need some form of overview.
iii. Introducing new work procedures
New procedures and handbooks may have to be written as the way the work is done may 
have been changed. These arc used in conjunction with education and training.
iv. Staff redeployment
Changes in the way and the type o f work done may mean that different personality types 
may be required.
V . Communication
As it is a people issue, communication is important. There must be open communication 
between management and staff, business and customers and/or suppliers. Types of 
communication may include: briefings; workshops; informal get-togethers; 1-to-l 
coaching; newsletter; electronic mail; memos. Good communication may foster 
commitment and credibility for the changes to be successfully implemented.
vi. Support network
Changing to a new way of working may need support especially in the beginning. High 
level support can be provided by a project champion who has the resources and stature to
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influence other groups o f stakeholders. Lower level support can be provided by staff or 
managers who understand the importance of the changes and who can communicate and 
motivate their peers.
vii. Pilot Study/parallel run
Chances o f success can be enhanced by having a pilot study of the system and having a 
parallel run before implementation.
viii. Review progress
Reviews are important so as to measure how successful the project has been and whether 
there is a need for the plan to be revised.
Having implemented the plan, the business organisation is using the new system and 
getting the benefits.
4. Evaluating and Reviewing Results
The puipose here is to determine whether the proposed benefits have actually been 
delivered. It is through this process of evaluation and review that the real outcomes are 
understood, and actions taken to ensure that maximum benefits are obtained.
The objectives o f this stage are:
• to review the project
• to evaluate the benefits
Much o f the process is concerned with benefits review which is undertaken in order to: 
determine which planned benefits have been realised; which benefits have not been 
achieved and why and what actions can be taken; identify any unexpected benefits or 
disbenefits; identify any potential benefits and ways to obtain them.
The activities involved at this stage are:
i. Prepare documentation for the review
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This entails the gathering of relevant documentation and the giving o f briefing to 
participants o f the benefits review meeting. The documentation required are: benefits 
statement; benefits realisation plan; measurements o f outcomes - before and after; record 
o f any key decisions and changes in the original direction; any general correspondence 
relevant to benefits management.
ii. B rief the review participants
The participants must represent both business and IT who have been involved with the 
project. The briefing is to focus on the purpose of the review. Any relevant project 
documentation is also distributed.
iii. Hold the benefits review meeting
The meeting is a structured discussions of the outcomes of the project. An experienced 
external facilitator may be needed to encourage an open and honest discussions of the 
real outcomes.
iv. Document the review
The results o f the review are documented in order to: record the overall outcomes; 
detennine what actions need to be taken to fully realise the benefits; document actions 
agreed at the meeting; provide input to the next stage of BMP.
The main output o f this stage is a “ Benefits Review Report” .
5. Potential For Further Benefits
The purpose o f this stage is to identify other potential benefits from the project and at the 
same time to learn from it how the BMP itself can be improved.
The objectives of this final stage are:
to explore the potential for further benefits
• to produce an action plan for realising these potential benefits
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As a result o f this stage, a new project may be initiated, closing the loop in the BMP by 
going back to the identifying and structuring benefits stage.
The activities involved in this stage are:
i. Review business objectives/benefit drivers/underlving assumptions
Changes in business objectives are identified together with any new benefit drivers. 
Original assumptions are studied to see whether they are still applicable.
ii. Critically assess all actual benefits/outcomes
The assessment particularly focuses on : success factors for benefits realisation; 
unexpected benefits; unexpected negative outcomes; worth of project; appropriateness of 
measures. All these are studied to serve as lessons for future projects.
iii. Agree the wav forward
Steps to ensure maximum potential benefits are laid out and these may include: restart the 
BMP; incorporate lessons learned into the BMP; close-out the project if  no further 
benefits may be obtained.
The main output of this final stage is a “ Final Report” . It contains lessons learned and 
the actions which must be taken for the project itself and for other future projects.
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Chronological and Contact record of State Secretaiy
Chronological Record - 24/03/97
APPENDIX 2.1
ACTIVITY TiMEiSTART TIME:FiNiSH DURATION
D iscussion  with staff (UM) 8.00 8.15 0.25
M eeting with religious officer 
(SM)
8.16 9.03 0.78
D esk work 9.03 9.08 0.08
A udience with Suitan- 
cerem onial duty
9.15 11.00 1.75
D esk  work 11.15 11.50 0.58
T elephone call (Peer) 11.50 11.55 0.08
D iscussion  with subordinate 
(UM)
11.58 12.05 0.12
D esk work 12.00 12.50 0.73
Lunch
D esk work 2 .00 2.28 0.47
M eeting - Baitulmai (SM) 2.30 4.45 2.25
D iscussion  with staff (UM) 4.50 5.00 0.17
D esk work 5.00 5.20 0.33 1
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APPENDIX 2.1
Chronological and Contact record of State Secretaiy
Chronological Record - 25/03/97
ACTIVITY TIME:START TiME:FiNiSH DURATION
D esk work 8.00 8.10 0.17
T elephone call 8.11 8.16 0.08
D iscussion  with PA (UM) 8.17 8.19 0.03
D iscussion  with subordinate 
(UM)
8.20 8.25 0.08
D iscussion  with subordinate 
(UM)
8.26 8.43 0.28
State awards presentation - 
cerem onial duty
8.50 10.00 1.17
M eeting -State D evelopm ent 
(SM)
10.30 12.35 2 .08
Lunch
D esk work 2.00 2.30 0.50
M eeting - Alisah Idris (SM) 2.30 3.20 0.83
D esk work 3.20 3.28 0.13
D iscussion  with staff 3.30 3.45 0.25
Tea reception - cerem onial duty 3.50 5.00 1.17
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APPENDIX 2.1
Chronological and Contact record of State Secretaiy
Chronological Record - 26/03/97
ACTIVITY TIME:START TIME:FiNiSH DURATION
D esk work 8.00 8.05 0.08
D iscussion  with PA (UM) 8.05 8.08 0.05
T elephone call 8.09 8.11 0.03
M eeting- Y ayasan S elangor  
(SM)
8.12 8.35 0.38
M eeting with subordinate (UM) 8.36 8.42 0.10
M eeting - Tender (SM) 8.45 9.25 0.67
Exco Meeting (SM) 9.30 11.55 2 .42
Project briefing 12.00 1.00 1.00
Lunch
Project m eeting (SM) 2.00 3.05 1.08
D iscussion  with PA 3.06 3.10 0.07
Senior officers m eeting (SM) 3.10 5.00 1.83
D esk  work 5.00 5.45 0.75
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APPENDIX 2.:
Chronological and Contact Record of Secretaij-G cneral
Chronological Record - 09/04/97
ACTIVITY TIME:START TIME:FINISH DURATION
D esk work 8.00 8.10 0.17
T elephone call 8 .10 8.12 0.03
M eeting with minister 8.15 8.48 0.55
D iscussion  with PA 8.50 8.53 0.05
D iscussion  with subordinate 
(UM)
8.55 9.08 0.22
Morning m eeting (SM) 9.10 11.00 1.83
D iscussion  with PA 11.02 11.05 0.05
T elephone call 11.05 11.12 0 .12
M eeting - state agen cy  (SM) 11.15 12.20 1.08
D esk  work 12.25 12.50 0 .42
Lunch
Post cabinet m eeting (SM) 2.15 3.30 1.25
With Deputy (UM) 3.40 4.05 0.42
D esk  work 4.08 5.00 0.87
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APPENDIX 2.2
Chronological and Contact Record of Secretary-General
Chronological Record - 12/04/97
ACTIVITY TIME:START TIME:FINISH DURATION
D esk work 8.00 8.05 0.08
With PA (UM) 8.06 8.09 0.05
D esk work 8.10 8.35 0.42
With Deputy (UM) 8.37 9.03 0.43
S e e  minister (UM) 9.05 9.30 0.42
To closing cerem ony 9.32 10.00 0.47
C losing cerem ony 10.00 10.45 0.75
Tea reception 10.45 11.15 0.5
Back to office 11.15 11.50 0.58
D esk work 11.50 1.05 1.25
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APPENDIX 2.2
Chronological and Contact Record of Secretai*y-General
Chronological Record - 14/04/97
ACTIVITY TIME:START TIME:FINISH DURATION
To Agriculture Park 8.00 8.30 0.5*
T our-A griculture Park 8.30 10.15 1.75
Back to office 10.15 10.40 0.42*
With PA (UM) 10.40 10.43 0.05
D esk  Work 10.43 11.05 0.37
D iscussion  with Staff 11.05 11.20 0.25
D esk  Work 11.23 12.05 0.7
S e e  Deputy Minister (UM) 12.06 12.30 0.4
T elephone Call 12.32 12.34 0.03
T elephone Call 12.36 12.40 0.06
D esk  Work 12.40 1.05 0 .42
Lunch
D esk  Work 2.05 2.20 0.25
With Deputy 2 .20 2.30 0 .17
D evelopm ent Meeting (SM) 2.30 5.05 2.58
D esk Work 5.05 5.12 0.12
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APPENDIX 2.3
Prime M inister
Chronological Record -  21/04/97
ACTIVITY TIMEiSTART TIME:FINISH
m eeting with Dato'Abu H assan  
Omar
8.00 8.25
D iscussion  with M'sian 
A m bassador
8.30 8.55
phone call (Corporate leader) 8.57 9.00
D esk work 9.00 9.15
Official reception - PM of Hungaiy 9.25 9.50
M eeting - PM of Hungary 10.00 10.15
D elegation m eeting 10.15 11.05
Signing of A greem ent 11.10 11.20
D esk  work 11.25 12.00
D iscussion  with Tan Sri K. Suzuki 12.00 12.35
D esk work 12.40 1.10
lunch 1.10 2.15
D esk  work 2 .20 2.35
D iscussion  with S elan gor EXCO 2.35 3.20
phone call 3 .25 3.27
D esk  work 3.27 3.40
A udience with the Sultan of 
S elan gor
3.45 4.20
Visit centre for A dvanced design 4 .30 5.45
Dinner reception for Hungary's PM 8.30 10.00
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Prime M inister
Chronological Record -  22/04/97
APPENDIX 2.3
ACTIVITY TIME;START TIME:FINISH
Depart to P enang 8.00 9.00
airport to m eeting place 9 .00 9.15
M eeting with state leaders 9.15 10.15
Tea 10.20 10.45
sp eech  & gathering 10.50 11.35
D ialogue with b usin ess m en 12.00 1.15 .
lunch 1.20 2.00
sp eech 2.30 3.10
Walkabout 3.15 4.30
Depart to KL 4.30 5.30
review cabinet papers and malls 8.00 10.30
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Prime M inister
Chronological Record -  23/04/97
APPEND LX 2.3
ACTIVITY TIME;START TIME:FINISH
A ud ience with the king 8.00 8.30
D esk  work 8.40 8.45
D iscussion  with Deputy PM 8.45 8.55
Cabinet m eeting 9.00 12.30
phone call (wife) 12.35 12.40
To lunch 12.45 1.00
Lunch with m em bers of MIGHT 1.00 2.00
Back to office 2.00 2.15
D esk work 2.15 2 .30
D iscu ssion s with MIGHT 
m em bers
2.35 3.40
D esk  work 3.45 4.00
P ost cabinet m eeting 4 .00 4.30
D iscussion  with D ato'H assan 4 .35 5.00
D esk  work 5.00 6 .30
KLSE charity dinner 8.30 10.00
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APPENDIX 3.1
QUESTIONNAIRE 1
ORIGINAL EIS INTERVIEW QUESTIONS
1. O f ail the EIS applications, which are the most important to you personally?--------
2. Which applications do you consider vital, as opposed to ancillary?---------------------
3. Would you replace any applications if they were no longer availalole?----------------
4. Do you consider the EIS to be your department’s information transmitter to others 
within or outside of your department? Would you continue to distribute this data if 
the EIS did n o t? -------------------------------------------------------------------------------------------
5. Have any features in the EIS helped you eliminate data handling procedures in your 
own job or departm ent?---------------------------------------------------------------------------------
6. Does having the EIS at your desk give you productivity advantages you did not have 
before? ........... ....................................................................... ............................. .......................
7. Does your department use Megamenu? Bulletin? EnVision? DataVision? InDepth? —
8. Do you request data from the EIS database?
9. Do you foresee the EIS as a vehicle for future applications you or your department 
may n e e d ? ---------------------------------------------------------------------------------------------------
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10. D o you know any other system (s) in Conoco that duplicates the EIS?
11. Can you put a value on what the EIS means to you?
12. Other comments:
377
APPENDIX 3.2
QUESTIONNAIRE 2
AMENDED EIS INTERVIEW QUESTIONS
1. Do you regularly use EIS in your everyday w ork?-------------------------------------------
2. O f all the EIS applications, which are the most important to you personally?--------
3. Which applications do you consider vital, as opposed to ancillary?---------------------
4. Would you replace any applications if  they were no longer available?----------------
5. What benefits do you get from these applications, the benefits or advantage that you 
did not have befo re?-------------------------------------------------------------------------------------
6. Have the EIS change the way you do your work?
7. Wliat features o f the EIS are the most beneficial to you?
8. Do you consider the EIS to be your department’s information transmitter to others 
within or outside o f your department? Would you continue to distribute this data if 
the EIS did n o t? -------------------------------------------------------------------------------------------
9. Do you request data from the EIS database?
378
10. Do you foresee the EIS as a vehicle for future applications you or your department 
may need? ------- ------------- --------------- --------------------------------------------------------------
11. What improvements do you like the existing EIS to have (facilities, applications) ?
12. Can you put a value on what the EIS means to you?
13. Other comments:
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APPENDIX 3.3
QUESTIONNAIRE 3
EIS INTERVIEW  QUESTIONS (Prime Minister)
1. What do you think about computerisation efforts in M alaysia?-------------------- -----
2. Do you regularly use the computer systems in your everyday work?
3. O f all the computer applications, which are the most important to you personally?
4. Which applications do you consider vital, as opposed to ancillary?-
5. Would you replace any applications if they were no longer available?
6. What benefits do you get from these applications, the benefits or advantage that you 
did not have b efo re?--------------------------- -------------------------- -------------------------------
7. Have the computer systems change the way you do your work?
8. What features o f the computer systems are the most beneficial to you?
9. What improvements do you like the existing computer systems to have (facilities, 
applications) ? ........................................................... ............................................... ...................
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10. Can you put a value on what the computer system s means to you?
11. Other comments:
381
APPENDIX 4.1
EIS APPLICATION REVIEW — State Secretariat
1. State Statistical Information
Types o f Software: Lotus Notes
Basic purpose : Gives all the socio-economic indicators o f the stale.
Original function replaced: Searching through reports a nd hard copy files
Exceptional costs to support this application:
Productivitv/time savings/better information : time is saved by having the system on-line 
Average accesses per month : 10 
Perceived Benefits : Fast and easy access.
2. Low Cost H ousing Statistics 
Types o f Software: Lotus Notes
Basic purpose ; Gives statistics on low cost houses that were planned and built over
the past 10 years by districts in the state. Projections and demands for low cost housing
by districts are also included. Also included are budgets for the projects, collections and 
arrears o f payments.
Original function replaced: Information obtained from districts..
Exceptional costs to support this application: None
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Productivitv/time savings/belter information : a lot of time is saved by having the system 
online.
Average accesses per month : 10
Perceived Benefits : Very useful information for decision making.
3. L ivestock Information
Tvpes o f Software: Oracle/Power builder
Maintained bv : Ministry of Agriculture
Basic purpose : Gives access to livestock statistics so as to assist in the monitoring
o f livestock production trends.
Original function replaced: manual search through hard-copy reports.
Exceptional costs to support this application: None
Productivitv/time savings/better information : a lot of time is saved by having the system 
online.
Average accesses per month : 30
Perceived Benefits : The tables and graphic projections are very useful, plus quick and
easy retrieval.
4. Parliamentary Questions and Answers
Types o f  Software: Oraclc/Powcr builder
383
Maintained bv : Ministry o f Agriculture
Basic numose : Easy tracing o f questions and answers so as to avoid giving
conflicting answers.
Original function replaced: Search through paper documentations.
Exceptional costs to support this application: None
Productivitv/time savings/better information : a lot o f time is saved by having the system 
online.
Average accesses per month : 3
Perceived benefits : Simple and quick retrieval.
5. Policy monitoring, directives and decisions
Tvpes o f Software: Oracle/Power Builder
Maintained bv : Ministiy of Agriculture
Basic purpose : Gives easy access to the many policies and decisions that have
been made to ensure that there are no duplicates and conflicting decisions made.
Original function replaced: New application
Exceptional costs to support this application: None
Productivitv/time savings/better information : Better monitoring
Average accesses per month : 20
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Perceived benefits : Easy and quick monitoring
6. Trade system
Tvpes o f Software: Oracle/Power builder
Maintained bv : MOA
Basic puiTJOse : To supply information on the import and export o f foodstuffs.
Original function replaced: Searching through hard copy reports
Exceptional costs to support this application: None
Productivitv/time savings/better information : easy and current information, a lot of time 
is saved.
Average accesses per month : 20
Perceived benefits : Quick and easy reference to information.
7. Senate questions and Answers
Tvpes o f Software: Oracle and Power Builder
Maintained bv : MOA
Basic purpose : Easy tracing of questions and answers so as to avoid giving
conflicting answers.
Original function replaced: Manual search through paper files.
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Exceptional costs to support this application: None 
Productivitv/time savings/better information : Time is saved 
Average accesses per month : 3 
Perceived benefits : Quick and easy refrence.
8. Press Clippings
Tvpes o f Software: Oracle and Power Builder
Maintained bv : MOA
i
I
!
Basic purpose : Quick access to all comments and criticisms regarding the ministry |
Iso as to give fast response. i
Original function replaced: Search through manual compilations i
Exceptional costs to support this application: None
Productivitv/time savings/better information : time is saved through the on-line facility.
Average accesses per month : 2
Perceived benefits : Vei*y useful feedback to the ministry.
9. M inister’s Speeches
Types o f  Softw are: Oracle and Power Builder
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Maintained bv : MOA
Basic pumose : Quick access to all speeches of the minister
Original function replaced: Search through manual compilation
Exceptional costs to support this application: None
Productivity/time savings/better information : Time saved by having the system on-line 
Average accesses per month : 10
Perceived benefits : Easy reference and quick retrieval of information.
10. e-mail
Types o f Software: Microsoft Outlook
Maintained bv : MOA
Basic purpose ; Facilitate communications among officers inside and outside the
ministiy.
Original function replaced: none
Exceptional costs to support this application: None 
Productivity/time savings/better information ; Facilitates communication 
Average accesses per month : daily
Perceived benefits : Better and quicker communication, wider coverage, less inhibition.
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APPENDIX 4.2
EIS APPLICATION REVIEW — M inistry of Agriculture
1. Agricultural Statistics
Types o f Soflwai'e: Oracle / Power Builder
Basic piupose : Contains statistics on farmers such as the distribution o f farmers by
stale, race, gender and land resources. Includes statistics o f all agricultural products such 
as flowers, fruits, vegetables, cash crops, paddy and industrial crops.
Original function replaced: Manual compilation o f statistics from various hard copy
files.
Productivity/time savings/better information : Time looking for information is saved 
Average accesses per month : 30
Perceived Benefits : Provide the most current information; easy access; fast retrieval.
The data will allow better understanding o f the situation and will assist in long term 
planning of the agricultural sector,
2. A n nual F isheries Statisiics
Types o f Software: Oracle; Power Builder
Basic piiipose ; Contains statistics such as number of fishermen and licensed fishing 
vessels, number o f approved foreign fishermen, statistics on marine fish landings, deep 
sea fishing, production and value of ornamental fish, freshwater fish, and export and 
import o f fisheiy commodities.
Original function replaced: Search through manual reports.
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toductivLtv/tinie savings/better information : a lot of time is saved by not having to 
search for the information manually.
Average accesses per montii ; 30
Perceived Benefits : Easy and quick access to the information. The information 
facilitates better understanding o f the current status o f the fishing industry.
3. Livestock Information
Types o f Software: Oracle/Power builder
Basic purpose : Contains information on livestock population for a ten-year period
and projections for the next twenty five years. It has information on livestock population 
by type and by state. There is also information on the production and consumption of 
livestock products, import and export and average retail prices of livestock products.
Original function replaced: manual search through hard-copy reports.
Productivitv/time savings/better information ; a lot of time is saved by having the system
Average accesses per month : 30
Perceived Benefits : The tables and graphic projections are very useful, plus quick and
easy retrieval o f the information.
4. Parliamentary Questions and Answers
Tvpes o f Software: Oracle/Power builder
Basic purpose ; Easy tracing of questions and answers so as to avoid giving
conflicting answers.
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Original function replaced: Search through paper documentations.
Productivity/time savings/better information ; a lot of time is saved by having the system
Average accesses per month : 3
Perceived benefits : Simple and quick retrieval.
5. Policy monitoring, directives and decisions
Types o f Software: Oracle/Power Builder
Maintained by : Ministry o f Agriculture
Basic purpose : Gives easy access to the many policies and decisions that have
been made to ensure that there are no duplicates and conflicting decisions made.
Original function replaced: New application
Exceptional costs to support this application: None
Productivity/time savings/better information : Better monitoring
Average accesses per month : 20
Perceived benefits : Easy and quick monitoring
6. Trade system
Tvpes o f  Softw are: Oraele/Power builder
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Basiç_j2.urpose : To supply in form ali on on the import and export o f foodstuffs.
Original function replaced: Searching through hard copy reports
Productivity/time savings/better information : easy and current information, a lot of time 
is saved.
Average accesses per month : 20
Perceived benefits : Quick and easy reference to information.
7. Senate questions and Answers
Types o f Software: Oracle and Power Builder
Basic puiDose : Easy tracing o f questions and answers so as to avoid giving
conflicting answers.
Original function replaced: Manual search through paper files.
Productivity/time savings/better information : Time is saved by having the system.
Average accesses per month : 3
Perceived benefits : Quick and easy reference.
8. Press Clippings
Types o f  Software: Oracle and Power Builder
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Basic purpose : Quick access to all comments and criticisms regarding the ministry
so as to give fast response.
Original function replaced: Search through manual compilations
Productivity/time savings/better information : time is saved through the on-line facility. 
Average accesses per month : 2
Perceived benefits : Very useful feedback to the ministry.
9. M in iste r’s Speeches
Tvpes o f Software: Oracle and Power Builder
Basic purpose : Quick access to all speeches of the minister
Original function replaced: Search through manual compilation
Productivity/time savings/better information : Time saved by having the system .
Average accesses per month : 10
Perceived benefits : Easy reference and quick retrieval of information.
10. e-mail
Types o f Software: Microsoft Outlook
Basic purpose : Facilitate communications among officers inside and outside the
ministiy.
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Original function replaced: none
Productivi tv/time savings/better information : Facilitates communication 
Average accesses per month : daily
Perceived benefits : Better and quicker communication, wider coverage, less inhibition.
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APPENDIX 4.3
EIS APPLICATION REVIEW -  PRIME MINISTER’S OFFICE
1. BERNAMA News
Types o f Software: Oracle / Power Builder
Maintained bv : BERN AMA (Malaysian News Agency)
Basic pumose : Gives access to the latest news from all over the world. The news
will only appear in the next day’s papers. The application is frequently used by the prime 
minister and heavily used by his staff. Even though the application is not direct y used by 
the staff in their daily work, the application’s popularity is due to its currentness. Getting 
the latest news is important especially to the Prime Minister’s aides, to know the latest 
happenings in the world.
Original function replaced: New.
Exceptional costs to support this application: £250
Productivitv/time savings/better information : Current information is available all the 
time
Average accesses per month : 105
Perceived Benefits : Provide the most current information; easy access; fast retrieval.
2. Quran Application
Tvpes o f  Software: Oracle; Power Builder
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Maintained bv : Chief Executive’s Information and Management system’s Unit
Basic puiDose : allow easy and quick search for verses based on certain topics or
keywords. The application includes translations and transliteration of the quranic verses. 
These are mainly used by the prime minister for his speeches, writings and articles
Original function replaced: Manual search which needed to be done by the Islamic
centre which was at another place.
Exceptional costs to support this application: None
Produetivitv/time savings/better information : a lot of time is saved by having the system 
online.
Average accesses per month : 15
Perceived Benefits : easy and quick access to the information, complete and validated 
information.
3. External Trade
Tvpes o f Software: Oracle/Power builder
Maintained bv : Chief Executive’s Information and Management system’s Unit
Basic purpose : Gives data on external trade between Malaysia and the rest of the
world. It gives data on total exports, total imports, balance of trade between Malaysia and 
all other countries and the type o f imports and exports.
Original function replaced: Search through reports and bulletins.
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Exceptional costs to support this application: None
Productivitv/time savings/better information : a lot o f time is saved by having the system 
online.
Average accesses per month : 2
Perceived Benefits : The application is mostly used by the PM’s officers as reference in
their work especially when dealing with foreign countries through such events as the 
PM ’s visits to the countries or visits by foreign dignitaries to Malaysia, Little benefit has 
been achieved as utilisation is low.
4. National policies
Tvpes o f Software: Oracle/Power builder
Maintained bv : Chief Executive’s Information and Management system’s Unit
Basic pumose : Gives access to all national policies that have been introduced and
implemented as a reference to users.
Original function replaced: Search through paper documentations.
Exceptional costs to support this application: None
Productivitv/time savings/better information : a lot o f time is saved by having the system 
online.
Average accesses per month : 3
Perceived benefits : The application is mostly used by the prime minister’s officers as a
reference in their work eg. in speech drafting; answering queries in Parliament;
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5. M SC discussions
Types o f Software: Lotus Notes
Maintained bv : Multimedia Development Corporation
Basic purpose : enable the prime minister to access the feedback and get the
opinions o f those in the IT and related industries on the idea of the MSC project and its 
progress^
Original function replaced: New application
Exceptional costs to support this application: None
Productivitv/time savings/better information : a lot of time is saved by having the system 
online.
Average accesses per month : 30
Perceived benefits : The application makes it easy and convenient for the prime
minister and his staff to monitor what others think of the MSC and enables them to 
prepare for follow up responses and actions
6. Govenimeut Finance
Types o f Software: Oracle/Power builder
Maintained bv : Chief Executive’s Information and Management system’s Unit
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Basic purpose : The application gives data on government revenue, government
expenditure both operational and development budgets, and the classification to the 
various sectors and data on government debts.
Original function replaced: Search through treasury and economic reports.
Exceptional costs to support this application: None
Productivitv/time savings/better information : a lot o f time is saved by having the system 
online.
Average accesses per month : 50
Perceived benefits : The application is mostly used by the prime minister’s officers as a
reference in their work . It saves time and the various graphs and tables have been useful 
in giving presentations.
7. Election results and Analysis
Department/User owner : Prime M inister’s office
Tvpes o f Software: Oracle and Power Builder
Maintained bv : Chief Executive’s Information and Management System Unit
Basic purpose : Gives the election results and analysis from 1986 to 1995.
Original function replaced: Manual search through paper files.
Exceptional costs to support this application: None
Productivitv/time savings/better information : Search for any election result is made 
much faster with the system.
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Average accesses per month : 3
Perceived benefits : The application keeps the historical record of election results
which is used from time to time. It is actively used during election years. Gives quick and 
easy access to past records.
8, Electors analysis
Department/User owner : Prime M inister’s office
Types o f Software: Oracle and Power Builder
Maintained bv : Chief Executive’s Information and Management System Unit
Basic purpose : To analyse total composition of electors in each constituency and
state.
Original function replaced: Data was formerly obtained through party HQ.
Exceptional costs to support this application: None
Productivitv/time savings/better information : Information is more comprehensive and 
time is saved by not having to get it from outside sources.
Average accesses per month : 2
Perceived benefits : Very useful during election times for analysis and strategy making.
9. Profile of MPs and State Reps.
Department/User owner : Prime M inister’s office
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Types o f Software: Oracle and Power Builder
Maintained bv : Chief Executive’s Information and Management System Unit
Basic purpose ; Gives details o f MPs and all state representatives and is used
basically as a basic guide for political appointments and election and by-election 
purposes.
Original function replaced: Formally the data need to be obtained from various sources
and takes a lot o f time.
Exceptional costs to support this application: None
Productivitv/time savings/better information : Time saved by having the system on-line 
Average accesses per month : 3
Perceived benefits : This is the only place where details o f all MPs and state reps. Are
stored. Especially useful for certain decision making.
10. Assets Declaration
Department/User owner : Prime Minister’s office
Tvpes o f Software: Lotus Notes
Maintained bv : Chief Executive’s Information and Management System Unit
Basic purpose : enable the P.M. to check and monitor any Member of Parliament’s
asset status at any point in time. Helps to gauge the suitability of candidates for certain 
appointments.
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Original function replaced: manual Checking by staff through paper files.
Exceptional costs to support this application: None
Productivity/time savings/better information : Time saved by having the system on-line. 
The P.M. can access the information himself
Average accesses per month : 1
Perceived benefits : Decision making is speeded up and is based on up-to-date facts.
11. Profile of Senators
Department/User owner : Prime Minister’s office
Types o f Software: Oracle and Power Builder
Maintained bv : Chief Executive’s Information and Management System Unit
Basic purpose : Gives details o f senators and is used mainly to check on tiieir
suitability for re appointments.
Original function replaced: Manual files checking
Exceptional costs to support this application: None
Productivitv/time savings/better information : Time saved by having the system on-line 
Average accesses per month : 2
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Perceived benefits : Easy and quick reference can be made for decision-making
12. Profile of Senior Officers.
Department/User owner : Prime Minister’s office
Types o f Software: Oracle and Power Builder
Maintained bv : Chief Executive’s Information and Management System Unit
Basic purpose : Gives easy and fast access to details of senior civil servants as a
reference and guide for senior appointments.
Original function replaced: Need to get the data from Public Services Department
Exceptional costs to support this application: None
Productivitv/time savings/better information : Time saved by having the system on-line 
Average accesses per month : 4
Perceived benefits : Useful in giving a fairly detail personal background o f senior
officers including their experience, qualifications and social activities.
13. Ilad itli
Department/User owner : Prime Minister’s office
Tvpes o f Software: Oracle and Power Builder
Maintained bv : Chief Executive’s Information and Management System Unit
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Basic purpose : Allows easy and quick search by the P.M. to select any subject he
needs from the Hadith.
Original function replaced: manual search which was normally done by the Islamic
Centre.
Exceptional costs to support this application: None
Productivity/time savings/better information : Time saved by having the system on-line 
and in-house
Average accesses per month : 5
Perceived benefits : The P.M. uses this application to back up certain statements he
makes during speeches. Fast and integrated information makes it useful to IheP.M.
14. P.M . Speeches
Department/User owner : Prime M inister’s office
Types o f Software: Oracle and Power Builder
Maintained bv : Chief Executive’s Information and Management System Unit
Basic purpose : Gives easy and quick access to all the speeches made by the P.M.
since he comes into office. Used by the P.M .’s officers as a reference in their work and 
also heavily used by other ministries. The P.M. uses it to check on certain statements that 
he has made to ensure consistency.
Original function replaced: Search through files which store all the hardcopies of the
speeches.
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Exceptional costs to support this application: None
Productivitv/time savings/better information : Time saved by having the system on-line 
Average accesses per month : 62
Perceived benefits : Fast and easy reference to the P.M.’s views and thoughts.
15. New Straits Time.
Department/User owner : Prime Minister’s office
Tvpes o f Software: BRS Search
Maintained bv : New Starits Time Group
Basic purpose : Gives access to news printed by all papers belonging to the NSTP.
There are both current and archival news.
Original function replaced: Search for certain news published weeks or months
previously had to be done manually.
Exceptional costs to support this application: 50 Pounds
Productivitv/time savings/better information : Time saved by having the system on-line 
Average accesses per month :75
Perceived benefits : The search techniques enable users to use the system effectively.
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16. Money and banking
Department/User owner : Prime Minister’s office
Types o f Software: Oracle and Power Builder
Maintained bv : Chief Executive’s Information and Management System Unit
Basic purpose : Gives data on loans and deposits o f commercial banlcs, finance
companies and merchant banks; classification o f loans by sector; foreign exchange rates 
and foreign reseiwes o f the national bank.
Original function replaced: Search through national bank reports and bulletins
Exceptional costs to support this application: None
Productivitv/time savings/better information ; Time saved by having the system on-line 
Average accesses per month : 23
Perceived benefits : Quick reference e.g in speech drafling.
17. General Economy
Department/User owner : Prime M inister’s office
Tvpes o f Software: Oracle and Power Builder
Maintained bv : Chief Executive’s Information and Management System Unit
Basic purpose : Gives an overview of the nation’s economy for the year with basic
indicators such as GDP, GNP, and growth rates of the economy.
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Original function replaced: Search through he hard copy or Treasury and Economic
Reports.
Exceptional costs to support this application: None
Productivity/time savings/better information : Time saved by having the system on-line 
Average accesses per month : 5
Perceived benefits : Quick and easy retrieval facilitates usage.Used as a reference in
wrting papers and reports.
18. Population
Department/User owner : Prime Minister’s office
Tvpes o f  Software: Oracle and Power Builder
Maintained bv : Chief Executive’s Infomiation and Management System Unit
Basic purpose : Gives data on total population and population densities of
Malaysia by states, stratum, ethnic groups, age groups, ntural rates of increase by ethnic 
groups, death rates and mortality rate by ethnic groups.
Original function replaced: Formally the data need to be obtained from various sources
and takes a lot o f time.
Exceptional eosts to support this application: None
Productivitv/time savings/better information : Time saved by having the system on-line
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Average accesses per month : 3
Perceived benefits : Quick and easy reference in speech drafting and report writing.
19. H ealth
Department/User owner : Prime Minister’s office
Types o f Software: Oracle and Power Builder
Maintained bv : Chief Executive’s Information and Management System Unit
Basic purpose : Gives details o f Health facilities and services in the countiy by
states and urban and rural areas.
Original function replaced: Data need to be sourced from other ministry.
Exceptional costs to support this application: None
Productivitv/time savings/better information : Time saved by having the system on-line 
Average accesses per month : 2
Perceived benefits : Quick and easy access to information.
20. Welfare Services
Department/User owner : Prime M inister’s office
Tvpes o f  Softw are: Oracle and Power Builder
407
Maintained bv : Chief Executive’s Information and Management System Unit
Basic piUTJOse : Gives data on the welfare facilities and services available.
Original function replaced: Previously information need to be requested from other
departments.
Exceptional costs to support this application: None
Productivitv/time savings/better information : Time saved by having the system on-line 
Average accesses per month ; 1
Perceived benefits : References to the required information is made easy and quick.
21. e-mail
Department/User owner : Prime M inister’s office
Types o f Software: Microsoft Outlook
Maintained bv : Chief Executive’s Infomiation and Management System Unit
Basic purpose : Used as a communication tool between the officers in the office
and also between the officers and the outside world.
Original function replaced: Formally PROFS was used, however the usage of PROFS
was limited.
Exceptional costs to support this application: None 
Productivitv/time savings/better information : Less memos are sent out.
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Average accesses per month : over 100
Perceived benefits : With the e-mail communication becomes more widespread and
there is a feeling o f less inhibition among users to communicate with their superiors.
22. ParUameiitary Questions and Answers
Department/User owner : Prime Minister’s office
Types o f Software: Oracle and Power Builder
Maintained bv : Chief Executive’s Information and Management System Unit
Basic purpose : Gives easy and quick access to all Parliamentary questions and
answers with regard to the P.M .’s Department
Original function replaced: Search tluough files which store all the hardcopies of the
parliamentary questions and answers.
Exceptional costs to support this application: None
Productivitv/time savings/better information : Time saved by having the system on-line 
Average accesses per month : 45
Perceived benefits : mainly used as a checking reference to ensure the consistencies in
the answers given.
23. Companies Profles
Department/User owner : Prime M inister’s office
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Types o f  Softw are: Oracle and Power Builder
Maintained by : Chief Executive’s Information and Management System Unit
Basic purpose : Gives details o f all government owned companies such as
performance and details on the Board of directors.
Original function replaced: Search has to be done through annual reports of the
companies.
Exceptional costs to support this application: None
Productivitv/time savings/better information : Time saved by having the system on-line 
Average accesses per month : 15
Perceived benefits : Easy and quick reference to the information.
24. Production and Price
Department/User owner : Prime M inister’s office
Tvpes o f  Software: Oracle and Power Builder
Maintained bv : Chief Executive’s Information and Management System Unit
Basic puipose : Gives summary o f production figures of manufacturing sector.
Original function replaced: Search through hard copy reports.
Exceptional costs to support this application: N one
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Productivity/time savings/better infomiation : Time saved by having the system on-line
Average accesses per month : 23
Perceived benefits : Quick and easy reference,
25. Tourism
Department/User owner : Prime Minister’s office
T^qies o f Software: Oracle and Power Builder
Maintained bv : Chief Executive’s Information and Management System Unit
Basic pumose : Gives data on tourism and its contribution to the economy over a 5
year period. Includes data on tourists arrivals by country and regions.
Original function replaced: Data has to be sourced from other departments.
Exceptional costs to support this application: None
Productivitv/time savings/better information : Time saved by having the system on-line
Average accesses per month : 3
Perceived benefits : Quick and easy reference.
26. Organisations
Department/User owner : Prime Minister’s office
Tvpes o f  Softw are: Oracle and Power Builder
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Maintained bv : Chief Executive’s Information and Management System Unit
Basic purpose : Gives details o f the structure of all ministries and departments and
their functions and responsibilities.
Original function replaced: Data has to be obtained through the respective ministries
and departments.
Exceptional costs to support this annlication: None
Productivity/time savings/better information : Time saved by having the system on-line 
Average accesses per month : 1
Perceived benefits : Quick and easy access to data. It is there when needed.
27. Education
Department/User owner : Prime Minister’s office
Types o f Software: Oracle and Power Builder
Maintained bv : Chief Executive’s Information and Management System Unit
Basic purpose : Gives details of educational facilities in the country. Include
number o f teachers by grades, ethnic groups; schools, universities, private educational 
facilities and total population o f students by ethnic groups, states, areas.
Original function replaced: Formally the data need to be obtained from various sources
and takes a lot o f time.
Exceptional costs to support this application: None
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Produçtivitv/lime savings/better information : Time saved by having the system on-line
Average accesses ner month : 5
Perceived benefits : Quick and easy reference to data.
28, Manpower
Department/User owner ; Prime M inister’s office 
Tvpes o f Software: Oracle and Power Builder
Maintained bv : Chief Executive’s Information and Management System Unit
Basic purpose : Gives details o f manpower by educational status, ethnic groups,
states, urban and rural areas,
Original function replaced: Search through hard copy reports.
Exceptional costs to support this application: None
Productivitv/time savings/better information ; Time saved by having the system on-line
Average accesses per month : 3
Perceived benefits : Quick and easy reference.
29. Statutory bodies.
Department/User owner : Prime M inister’s office
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Types o f  Softw are: Oracle and Power Builder
Maintained bv : Chief Executive’s Information and Management System Unit
Basic purpose : Gives details o f the board o f directors. Used mainly for
appointments and re-appointments o f the Board members.
Original function replaced: Formally the data need to be obtained from the respective
agencies
Exceptional costs to support this application: None
Productivitv/time savings/better infomiation : Time saved by having the system on-line 
Average accesses per month : 4
Perceived benefits : Fast access to information needed for decision-making
30. T ransporta tion
Department/User owner : Prime M inister’s office
Tvpes o f  Software: Oracle and Power Builder
Maintained bv : Chief Executive’s Information and Management System Unit
Basic purpose : Gives information on the transportation sector especially shipping
and its contribution to the economy.
Original function replaced: Search through hard copy reports.
Exceptional costs to support this application: N one
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Productivity/time savings/better information : Time saved by having the system on-line 
Average accesses per month : 2
Perceived benefits : Quick and easy reference to data,
31. By-elections
Department/User owner : Prime Minister’s office
Types o f Software: Oracle and Power Builder
Maintained bv : Chief Executive’s Information and Management System Unit
Basic purpose : Gives details o f the by-elections that have been held since 1986
and their analysis.
Original function replaced: Search through manual files.
Exceptional costs to support this application: None
Productivitv/time savings/better information : Time saved by having the system on-line 
Average accesses per month : 1
Perceived benefits : The analysis of the by-elections give the trend which are very
useful.
32. Internet
Department/User owner ; Prime M inister’s office
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Types o f  Softw are: HTML
Maintained by : Chief Executive’s Information and Management System Unit
Basic purpose : Used to scan information throughout the world.
Original function replaced:
Exceptional costs to support this application: None
Productivitv/time savings/better information : access to a wide coverage of information 
Average accesses per month : over 100
Perceived benefits : a lot o f information regarding other departments and ministries can
now be obtained through the Internet. Less time is spent contacting agencies for some 
basic data. Publicity o f projects which need to be told throughout the world can now be 
done through the Internet.
33. Federal and State Awards
Department/User owner : Prime Minister’s office
Types o f Software: Oracle and Power Builder
Maintained bv : Chief Executive’s Information and Management System Unit
Basic purpose : Gives details o f Federal and State Awards and the recepients.
Original function replaced: new
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Exceptional costs to support this application: None
Productivitv/time savings/better information : Information is available when neede. 
Average accesses per month : 1
Perceived benefits : Quick and easy access to information.
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